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The Western Interstate Commission for "Higher Education
(WICHE) is a puhlic agencv through which the 13 western
states work together

. to increase educational opportunitics for westerners.

. to expand the.supply of specialized manpower in the
West.

. to help universities and colleges improve both their
programs and their management. ’

. to inform the public about the needs of higher educa-
tion.

The Program of the National Center for- Higher Education
Management Systems at WICHE was proposed by state -
coordinating agencies and colleges and umversines .a the
West to be under the acgis of the Western Interstate Com-
mission for Higher Education. The National Center for
Higher Education Management Systems at WICHE pro-
poses in summary:

To design. develop. and encourage the implementation of °
management information systems and data bases including

common data clements in institutions and agencies of higher

education that will:

-

® provide ymproved information to higher education ad-
ministration at all levels,

tions.

;
® facihitate reporung of comparable information at the

® facihitate .exchange of comparable data among institu- 1
|
|
state and national levels. {
|
|
1
|
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To the Postsecondary Education Community:

This field review edition of the Academic Unit Planning Manual is being

sent to all postsecondary education institutions and agencies participating
» in the National Center for Higher Education Management Systems (NCHEMS)

£ as a means to solicit comments regarding the cortents and potential uses

Lo of the document.

This document dis intended to provide a systematic aid for planning and

(*  managing academic units (schdoTs, colleges, departments, or divisions)

), within an institution. It consists of a comprehensive set of techniques

{ and procedures that can be used by academic unit administrators to examine
the internal operations of their units--their fufictions,”demands, faculty
and financial resources, and outcomes. In order for this document to become
a useful planning tool, it is necessary at this stage of the document's
‘development that the NCHEMS staff receive critical feedback from all
interested admini§trators.

We request that you circulate this edition within your institution to those
academic unit administrators {deans, departmént administrators, division
directors).and individuals who might be in the best position to review it
critically and constructively. Any comments or suggestions on improving

the document will be appreciated. Written comments may be .in the form of

letters or as notations in the document returned to the authors at the

National Center for Higher Education Management Systems, P.0. Drawer P, A
Boulder, Colorado.80302. Please send in your comments by July 1, 1975.

N , ;

Robert A. Wallhaus, Deputy Director
i National Center for Higher Education
Maragement Systems at WICHE




PREFACE

This field review edition of the Academic Unit Planning Manual has been

prepared by Glenn Miyataki and Robert Gray of the National Center for
Higher Education Management Systems (NCHEMS) staff under the aegis of the
Intra-Institutional Planning and Management project. Or. James S. Dyer of
the UCLA Graduate School of Management provided technical expertise during
the‘early deve]ophent of this document. Also, in-1972, Dr. Richard L.

_ Featherstone of M1ch1gan State Un1ver$1ty, was a Visiting Scho]ar at NCHEMS

and his research efforts resulted in The Development of Man;gement Sys tems

fer the Academic Department which served as background for this document.

At this stage of deve]dpment, the Academic Unit Planning Manual has been

carefully reviewed by: (1) the NCHEMS staff, (2) several individuals (see
Acknowledgments) from various higher education institutions throughout ‘the

country, (3) Dr. Paul Dressel of Michigan State University and Or. Stephenv

St

. Hoenack of the University of Minnesota as independent technical consultants,
and (4) administrators from Ball State University and the University of
Minnesota who participated in the field development of the document (see

Acknowledgments) during July-November 1574.

This document will undergo a pilot test in the Spring and Summer of 1975 in
a small number of postsecondary education institutions and a mail review by

the NCHEMS constituency. The results of the field review and pilot test will

be considered and incorporated as appropriate in the Academic Unit Planning

Manual before it is published in Jate Fall 1975.




It is most important to noteY that this planning manual does not prescribe

standards for academic unit planning, nor does use of the manual imply that

information about academic units should be exchanged. Any academic unit

that intends to implement this manual for information exchange purposes must

establish its own conventions and procedures.

e

This preliminary publication.does not necessarily reflect an official
’position of NCHEMS, WICHE, or the National Institute of Education under

whosgicontract this document is being developed.
!
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ABSTRACT

The Academic Unit Planning Manual will assist in planning and managing

the scope and direction of an academic unit's* functions. The manual

will help in the identification and organization of data about academic

unit functions, the avai]abi]ity aqd allocation of human and physical
resources, the sources and uses ofvfunds, and the planning and a%sessment
of outcomes. Included are several analytic techniques that facilitate the
examination of alternatives regardﬁng the ;110cation of resources, for
example, the analysis of various faculty/activity assignments, determination
of expected student enrollments, and the uses of financial resources.

The planning manual can be used to address such questions as, How much and
whagﬁkinds of resources will be consumed by the community service activities
conducted by the Home Economics Department? What is the expected studené
demand if a new course in accounting is established? How man} students

can be expected to take Educ. 550 during Fall 1975, and from which depart-

ments may they come? What are the planned outcomes of the department?

How many faculty are needed to staff adequéte]y the projected teaching,

research, public service, and administrative functions of the unit?

}4

*For purposes of this manual, the term "academic unit" will be used to
describe the basic organizational unit within which educational activities
such as instruction, research, public service, student counseling and so
forth are carried out. For some institutions this would be the academic
department; for others division; and for still others, school or college.

iii 8




The manual has been designed to be flexible in its use and to rely upon the
administrator's experience and judgments in applying the tools to examine
various plaﬁning situations. It is organized into several "modu]és," each
of which addresses a particular aspect of the overall p1ann}ng:and management
process within academic units. Each module consists of worksheets for

. ' identifying, organizing, and analyzing data, and procedures for he]ping'to
investigate,a variety of planning and management concerns. The tools and
procedures can and should be modified by academic unit administrators to fit

their particular situation.

-~ . /

%

While implementation of tﬁis manual can occur at various ievels within an
in{titution, it is designed to focus on the academic department. The
academic department is typically an organized unif‘within a schoo? or college
dealing with a specific field éf knowledge. For éxample, the English Depart-
ment typically would be an organized unit within the College of Arts and
Sciences; Accounting would be a department within the School of Business;

c - .and the Department of Ecology might be ah organﬁ;ed unit within the Cof]ege ‘
of Engineering. Howeve;, i; should be mentioned that, in some cases, a school
or college might be equivalent to a erartment and a divis{on might be

analogous to a departmenE. Throughout the manual, "academic unit" will be

used as a generic term to denote the user's basic organizational unit.
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- AN OVERVIEY OF THE MANUAL

Introduction

Academic units (schoo]/co]]ege/division/departmént)‘are the basic organizational

units within which the educational activities of an institution happen, where

B
i
v

critical resources are assigned, and where many of the needs and interests
s -

of persdhne] are dealt with._:Fufthermbre,;while the academic unit adminis-

trator is faced with handling the myltiplicity of demands of faculty, students,

institutional administrators, the 1eg1s1ature and donors (Brann, 1972;

Dressel, Johnson, Marcus, 1970), the administrator's role also 1hc1udes the

task of resource allocation. ~ / o R

P

;i

! p
N\, i . -
N .t

Regarding this task, the academic unit administratorsis in a position similar

to other levels of administrators who have been provided scarce resources.

It was possible to some extent in the 1950s and 1960s to honor most

-préposa1s for additional funds. However, today difficult choices must be

made and relative values placed on alternative uses of resources (Hoehack

" et al., 1974). Moreover,’ administrators are recogn1z1ng more than ever the
e -r

need to investigate the planning and management options available to their

A

organizational unit as well as the degrees of flexibility available to pursue

these d1fferent options. In effect the needs of the academic unit must be

made more visible, its product1v1ty justified, and jts resources negotiated.

‘x.\‘

As a result, planning and management at this academic unit level is a_pr1mary

.concern if the institution as a- whole is to ope}ate efficiently and gffective]y.'




This concern can be addressed by &eve]oping a capability to (1) identify
and analyze the functions, demands, resources, and outcomes of an academic

unit and (2) communicate information about these aspects of the academic

approach, greater understanding might be reached redarding the level (and

that are made jbint1y by the department and other levels of administration.

MY

This manual has been designed to improve planning and management ut the

academic unit level within an institution by providing capabilities and
é

procedures to obtain and communicate more definitive information about the
o

writ's functions, demands, resources, and outcomes and to focus on some

It is recognized that academic unit planning and management <in many insti-

toward the p]anning and\management of the overall insti@ution.
/

‘
'

I

2 17

unit to the.decision makers involved. From this kind of information-based -
®

type) of decisions that are to be made {n the department (Featherstone, 1972),

those that are made or influenced by other levels of administration, and those

key: planning and management concerns/problem areas that pertain to the.unit.

tutions is highly dependent upon its interrelationships with other levels of
administration. While an attempt to descrfbe explicitly these interrelationships
"1s not made in this document, this manual has been prepared with those inter-
relationships in mind. An attempt is wade to examine the internal operations

of an ;hstitutidn from the perspective of academic unit administrators who are
at the vantage point where program operations are executed. In this respect,

academic unit planning and management may provide information that can be used




Also, planning and management incentives must be identified and provided
in order for administrators to find better ways to allocate resources, to

conduct activities, and to attain objectives. If the department does not

2 -
have a role as a functioning element in the total institutional organization,

it is a waste of time talking about how to be a more efficient adminis-
trator (Key, 1970). Moreover, the administrator must be cognizant of the‘
responsib%lity for making and implementing decisions that impact the

academic unit as well as the institution.

How an Academic Unit Functions

One view of how an academic unit functions is shown in Figure 1. The

perspective is founded on the rationale ihat a viable way to manage the
“academic unit is through planning and managing the specific aspects of the
unit's operation, namely its functions, demands; resourcés, and outcomes.
In addition, the figure shows the societal and institutional guidelines
and constraints that impact on the entire process. The ‘idea is to iéﬁrove

decision making through a better understanding of these aspects and their

interrelationships.

~-
.
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FIGURE 1

ACADEMIC UNIT PLANNING AND MANAGEMENT PROCESS

N

®

Societal Guidelines
and Copstraints

ACADEMIC UNIT

®

Demands _
of Students,
Faculty, Other
dministrators,

Functiong/
(instruction,
research,
public
sérvice)

Outcomes
student .growth
& development,
new knowledge,

community

impact)

®

Institutional Guidelines
and Constraints

Human and
Physical
Resources
(faculty,
facilities,
finance)

Figure 1 is explained in the following paragraphs:

iy




Demands of Students, Faculty, Other Administrators, Donors.
The demands and interests of students, faculty, research agencies,
other administrators, community groups, donors, and other constituents

give rise to needs for certain functions and resources for carrying

out those functions.

Functions. . [

These functions are such things as teaching courses, conducting
research, counseling and advising students, presenting public

seminars, professional development, and”conmittee work. Within these
\

functions, various educational activities are conducted to produce

outcomes.

Human and Physical Resources. .
5

Also, resources, in the form of funds, faculty and staff, facilities,

equipment, supplies, and services are needed to support these

functions.

* Qutcomes.

As a result of carrying out the academic unit's functions with the
resources provided, various outcomes occur. These could be such
things as student growth and development, discovery and dissemina-
tion of new knowledge, gr services to thehgeneral public and specific
community gro;ps. In m;hy cases, these outcomes pertain to the degree
that the demands of the &arious constituents were satisfied (as

o
depicted in Figure 1 by the arrow feeding back to (::) ).

52
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¥ In addition, the extent go which the resources were utilized
, Or consumed are outcomes in their own right. This information,
fedback to the inventory of human and physical resources ( (::) ),

can provide a basis for planning in the next academic period.

Societal and Institutional Guidelines and Constraints.

and Finally, an aéédemic unit is always influenced, in varying degrees,
by guidelines and constraints stemming from institutional policies
and societal expectations. Thus, as a‘part of the institutional '
system, which in itself is a segment of the societal environment,
the academic unit administrator must be cognizant of and respond to
the external as well as internal forcés that impact the unit's
operation. These guidelines and constraints often shape (or even

predetermine) many of the academic unit's objectives and outcomes,

and thus, its functions. .

Underlying the process~§hown in Figure 1 are various concerns/probiem areas
that are faced by academic unit administrators. Although administrative
styles and organizational structures vary among academic units, planning
and management concerns common to many units can be identified. Some of

these are:

Determination of Academic Unit Functions and Activities

Determining the specific activities to be conducted by the unit for
carrying out the functions of teaching, research,*public service, and

others, the choices of which are influenced by such factors as degree
' s

21




program requirements, size of budget, faculty availability, institu-
tional and academic .policies, educational development and innovations,

and educational objectives-being pursued.

<%

3

. Determination of Academiq Deménd

Exam%ning student demand as a means to plan the appropriate curriculum
for meeting degree program requirements and other academic demands
such as thesis advising, committee work, and research in order to determine

the load created by academic demand.

Interdepartmental Relationships

Identifying interdepartmental relationships since: students induce .
course load requirements (service Toads) on several departments;

faculty may be assigned to teach in oiher units; departments share
classrooms and laboratories; and interdisciplinary programs require

support from several discipline specialties.

Resource Availability, Assignment, and Utilization

¢

Assessing the resources available and assigning them to functions. For
example, planning the best possible assignments of faculty resources

or assessing the availabilities of facilities to conduct various
‘function;~and activities. In addition, monitoring the uses of resources
such as the funds provided to the unit. Where are funds being spent?

If a research grant were to end, what functions and areas of funding
will be affected? Also, monitoring the utilization of facilities,

equipment, supplies, and services provided to the unit.

5
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Responding to Changes

Examining and responding to changes in functions that cause resources
to be reéQ]ocated. For example, a research commitment accepted at the

last minute usually incurs changes in teaching assignments.

" Qutcomes Assessment

Assessing the outcomes produééd by the unit and the extent to which
the demands of donors, students, faculty, and the institution wére

met.

‘Development of Plans and Budgets -

Formulating the unit's plans and budgets for submission to the insti-
tutional office. Furthermore, negotiating as well as communicating the

contents of the plans and budgets.

Administrative Coordination

Keeping abreast of administrative matters, for example, the administrative
routine of the institution, departmental meetings, graduate student

selection, and supervision of staff personnel.

Organization of the Manual

The worksheets and procedures contained in this manual are organized ;ccord?ng
to "modules," each of which focuses on a concern/problem area mentidned
above. Naturally, it would be & difficult task to include all concerns, so

some are not addressed. Those that are addressed pertain closely to the

aspects of the academic unit's operation described in Figure 1. Thus, by using

8 23




a particular module, the administrator can investigate a specific érea of.
concern and obtain information for planning and management purposes. Figure 2
below relates each module to the kind of information it provides. It is
suggested that Module 1 (Structures Module) be used first to identify the
academic uni%'s functions. Subseguently, Modules 2-5 can be used to obtain

and analyze information related to the various dimensions of those functions.

9
FIGURE 2
ORGANIZATION OF THE MODULES -
INFORMATION DESCRIBING FUNCTIONS
RESOURCE SOURCE: AND
ACADEMIC ACRDEMIC | ayap ABILITY | ACTIVITY USE OF OUTCOMES
unIT DEMAND | pup ASSIGSMENT | INFORMATION |  FUNDS INFORMATION
FURCTIONS INFORMATION | "yneoRuATION INFORMATION
A A A A A i
¢ : I vy ® HANCE G QUTCONES
STRUCTURES ACADEMIC FACULTY Partly FINANC uTCOM
© MODULE @ DEMAND RESOURCE | Handled MODULE MODULE
MODULE MODULE | Module
Module 1: Identifying and Organizing Academic Unit Functions

This module helps to identify and determine a unit's functions.
It provides procedures for organizing the functions according
to the major programs of an institution. A discussion of how
the structure can be used during different planning and
management stages (planning, budgeting, execution) is
prov{ded also.

9.4
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Module 2:

Examining Academic Demand

This module provides an approach for ascertaining how much
effort has to be directed to each of the academic unit's
functions or what level of activity is required to carry out
a function. Primary attention is devoted to estimating total
course enroliments and the number of sections to offer for
each course. Concepts of the Instructional Workioad Matrix
and Induced Course Load Matrix also are provided as a means
to help analyze the number of students from other academic

units being served by the particular academic unit.

In this module, worksheets and procedures are provided to
investigate faculty availabilities and assignments to the
unit's functions. The module focuses on the use of

information about faculty capabilities and interests to

™
Module 3: -Planning Faculty Resources
facilitate the assignment process.
Module 4: Planning Financial Resources

This module provides a means to examine the sources and uses
of a unit's funds. It can be used to identify the functions
that expend those funds and the areas in which funds are

needed in order to meet the unit's objectives.
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Module 5: Identifying and Assessing Outcomes

This module provides an approach for identifying how well”

the objectives of a particular function were accomplished.

En exemplary inventory of outcome measures and an introduction
of a method for translating objectives into measurable out-
comes are provided as aids. A method for comparing actual

against planned outcomes is provided also.

Although the modules are interrelated, the administrator has the option

to detevmine which module(s) to use in addressing the unit's areas

of concern. Some may use only one module to address a particular area,

such as examining student demaﬁd,'or some may use various combinations

of the modules to obtain a morve comprehensive picture of the planning
v_.\needs of the unit, for example, the interrelationships among faculty

allocation, the distribution of funds 'écross the funetions to be carried

.
out, and the outcomes to be achitved.

In using this manual, several major considerations should be noted by the

user. One consideration is the need to identify the sources from which specific
data items can be obtained. For example, the administrator will need to know
from where and whom to obtain student data, faculty data, inventories of
supplies anq services, status and availability of equipment, list of rooms
available for use, and so forth. In many cases, an institutional level office
will have these data available. However, there also may be instances where

the academic unit must turn to its own data files (if they exist) or start

developing its own data inventories.

n eu




Another consideratiog is that cgsting is done typically at the institutional
level and provided to académic,units; therefore. procedures for costing
wi;hin academic units are not covered in this manual. Academic units
interested in costing programs should refer to the following NCHEMS publica-

tions: Cost Ana]ys{s Manual (Topping, 1974) and Infirmation Exchange Procedures:

“Cost Study Procedures (Johnson and Huff, 1975).

A]sq, the allocation and analysis of facilities, equipment, supplies, and

services have been intentionally omitted in this manual. These physical

. ) Lo

resources usually are managed from a cential pool in Tump sufi and therefore
their allocation to specific actiyities may not be as meaningful to academic

unit administrators as some of the other areas covered in thi:s manual.

Finally, the planning manual consicts of concepts integrated from other
NCHEMS products. In implementing this manual, the user may wish to turn.
to these other NCHEMS documents for more detailed explanations.. A listing

of these products and their contributions can be found in Appendix A. T

13
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MODULE 1

IDENTIFYING AND ORGANIZING INFORMATION,ABOUT ACADEMIC UNIT FUNCTIONS
( (1) STRUCTURES: HODULE) -

% - -~

—

Introduction

~

The academic unithonducts,a whole host of activities and functions to_meet

the demands and expectattons of siudents,.facu]iy, institutional administrators,

- § and societal ‘constituents. In addition, these activities and functions are

" influenced typically by institutional and sociéta]‘buide1ines,and constraints.

As a result, the first step'in the planning and manégement of an academic

: @
unit is to sort out and gain an understanding of the full array of functions,

to‘bé perfa;med by the unit (Dressel, et'al., 1970}. While many of the
functions of an academic un{t a}g in resp9n§é/to st&dené neeq§ {courses,
thesis ad§i§ing, studenf counseling), some are in response to commitments to
external funders (research), some are in response to institutional commitments

‘ (committee work, public appearances), and>still others are in response to-
academic unit oﬁergting procedures (academic advising, faculty recruitment,
personnel development).

.

Furthermorg, the planning and management of these functions should.be based

~ on information obtained systematically vather.than simply on intuition,

. trad}tion, or whatever. From the standpoint of the academic unit, particularly

important are information about the level of activity in each function;
faculty availabilities and workload assignments; the availability and allo-

cation of physical and financial resources, and how well the unit planned and

&




met the objecti&es of the functions.” Moreover, this information is bettér-
: understood and communicated (and therefore of more potential use) if ft is
organized in some coherent and consistent fashﬁbn, that is, if it is
structured. And for thé purposes of the academic unit, a]thoaéh information
could be orgénjzeﬂ around several different dimensions, that structure can
be usefully built around the unit's functions. Thus, it is a crucia]-ﬁask for-
the academic unit administrator to consider and determine the kinds and scope
' offfunction; to be carried out within the unit;// . '
_ S )
The purpose of this ;odule is to help ensure that the 1iiif;F\functigns to be
carried out by the unit is as complete as possible, keeping in mind the

,guidelineg, constraints, demands, and expectations of t.e unit's barticipants

‘and constituents. The worksheets and procedures provided in this module are

s

to assist in:

P Identifying the full array of the unit's functions and organizing them

for anaiysis and communication purposes.

P Identifying and organizing the kinds of information (measures) that

can describe a function for planning and management purposes.

-

P Learning how to use the structure and its measures during the planning
and management phases (planning, budgeting, and execution) of the

academic unit.
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Worksheets Provided

.This module contains two worksheets shown in b]gnk form on the next two
pages. Samples of these worksheets that are i]]u;trated with hypothetical

data are shown 1atef:in this module. The worksheets are:

Worksheet 1A: List of Academic Unit Functions

This worksheet can be used to record and organize the various functions
. . 4

of the academic unit. .

Worksheet 1B: Information Summary

This worksheet can be used to identify and organize the various measures

that would describe the functions of the unit.

Procedures for Identifying and Qrganiz%ng the Unit's Functions

The .following procedures assist in identjfying and organizing the functions
of an écademic unit. In many caszz, an institution may request that its

. academic units align their functions with the institution's programs.
Therefore, the academic unit would best develop a structure that would be

compatible with the institution's structure and programs.

STEP 1 5 Determine the specific functions to be carried out within

the academic unit during the academic term being planned.

These functions are such things as the courses to be offered,

research projects, pgb]ic service events, committee work,

a

15
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WORKSHEET 1A

LIST OF ACADEMIC UNIT FUNCTIONS

Academic Term:

Y

ACADEMIC UNIT FUNCTIONS

Institutional Programs




WORKSHEET 1B

INFORMATION SUMMARY
FUNCTION:
INDIVIDUAL RESPONSIBLE:

AGADEMIC TERM:

(a)

Information
Measure

(b) Descriptors

(c)

Planned
Measure

(d)

Budgeted
Measure

{e) Actual Measure

w

——— e bm
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STEP 2 S

STEP 3 S

student advising and counseling, and professional development.
Try to make this list as complete as possible. Inputlregarding
these fUnctiong might be .obtained from faculty who have

commi tments, past instructional offerings, interdepartmental
commitments, institutional policies, and an analysis of

student needs.

v
X

Using the left column of Norksﬁeet 1A, organize the list of
function$ according to institutional pragramél List the
institutional programs in the right cglumn. Typically,
functions with similar objectives or primar& intent can be
readily identified, grouped together, and related to a program.
(For those interested in reviewing a framework that consists

of a comprehensive array of typical institutional programs,‘
Appendix B briefly describes the NCHEMS Program Classification
Structure (PCS) that organizes activities in a program—oriented
manner). A sample Worksheet 1A on the next two pages illus-,

£
trates this relationship. v

The completed Work§heet 1A contains in organized fashion the
1ist of things that need to be done within the academic unit.
However, as more current information is received regarding
these functions, the administrator can update the completed
Worksheet 1A by reflecting any modifications, additions,

and deletions. The Worksheet 1A now reflects the most

current picture of the unit's functiofis.

7

21
33




HE 006 523
| This document is intended to provide a systematic aid for géinning and managing
¢ aademic units (schools, colleges, departments, or divisions) within an
institution. It consists of a comprehensive set of techniques and procedures that
g by academic unit administrators to examine the internal operatinns of
th?ir units-~their functioﬁé, demands\faculty and financial resources, and outcomes.
Wh}le implementation of this manual can occurm at various levels within an im
‘institution, it is designed to focus on the academic departments. The docupent ‘
%x has been designed to be flexible in its use and to rely upon the
administrator's experience and judé:hents in applying the tools to examine various ‘
Planningﬂeituations. Tt is organized-into several "modules,' each of which
aldresses a particular aspect of the overall planning and management érocess within
academic units. Modules are: (1) structures module; (2) academic demand module;
(3) faculty planning mcdule; (4) finance module; (55 outcomes module. Appendixes
de;cribe:A(l) contributions on NCHEMS products to the academic unit planning
maux manual; (2) the NCHFMS program classification structure; (3) program

‘.
measures; (4) completion of workséet 38, the faculty planning form; (5) inventory

of higher education outcomes variables and measures. (Author/KF)

*Highe~ Rducat inn; *Educational Planning; *Management Informat on Systeﬂi *Unit
Plan; *Module Bdilding Design; Departmen*s; Planning; Management Systems;

Systems Approach'fd‘r:mnz;(‘ r(,-', P S «.)»_r,v(ﬂk,,,apC,., Cev sz L.,
:‘rf . ‘{ (>, IR Ec(\w »:'.’ \,‘_nl\ \-\ ‘. - NS l

~ -a
AY
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WORKSHEET 1A (SAMPLE)

Academic Term:

Fall 1975

LIST OF ACADEMIC. UNIT FUNCTIONS

HISTORY DEPARTMENT FUNCTIONS

Institutional Programs

Hist
Hist
Hist
Hist
Hist

Hist
Hist

Department Research

100
200
380
500
536

610
625

Thesis Advising

Student Course Counseling

Research Progject
Research Project
Research Progject
Research Proposal Development

Historian's Conference Public Service
Consulting for Nomprofit Agencies

(VAR LIRS

"

Instruct%an

Research




WORKSHEET 1A (SAMPLE) - Continued

LIST OF ACADEMIC UNIT FUNCTIONS

Academic Term: Fall 1975 .

HISTORY DEPARTMENT FUNCTIONS Institutional Programs

History Library Academic Support
Adminietrative Duties

Curriculum Development

Faculty Recruitment & Evaluation

-

Closed-Cireuit TV Operation
Audiovisual Services

Student Organizations Student Service
Tutorials

Personnel Counseling
Scholarships, Grants, and Loans

Institutional Committee work Institutional Suppo.t
Alwmni Fund Raising
Community Relations




NOTE: Often, the academic unit may wish to organize the functions

according to its own programs first before organizing them

by institutional programs. In this case, an intermedia}e stéB

can be taken as shown in the illustration below.

For example, the History Department may organize the functions’

along the department's programs which in turn are grouped

and related to the institution's programs:

History Department
Functions

Hist 100
: Hist 200
. Hist 350

Hist 610
Hist 625

-

Research Project 1
Research Project 2

Research Proposal Development
Research Seminars

History Library
Curriculum Development
Faculty Recruitment & Evaluation

Administrative Duties
Department Cormittee work

: - !
Closed-Circuit TV Operation
Audiovisual Services

Etc.

History Department

Programs

* Institutional

Proarams

Undergraduate
Instruction

Graduate
Instruction

Individual
Research

Other Research

Academic
Services

Departmental
Administration

Technical
Support

Etc.

Instruction

Research

L

,Academic
Support

Etc.




Procedures for Identifying Information to Describe a Function

As mentioned earlier, identifying the full array of functions is just the
first step. In order to assist in the planning and management of an
academic unit, additional items of infotpation called "measures" are needed
to describe or tell something about each function of the structure --

How much of each functién? What resources are available for performance?
How well were these functions pefformed? For example, just knowing that

the unit intends to offer History 100 is not a sufficient basis for planning
and management. Additional information about the course must be identified:
the number of enrollments, the faculty assigned to teach the course, the
method of tesching, the number and percent of completers, the number and

kind of sections to offer, and so forth. Figure 3 illustrates this relation-

ship between a function of the structure and the information associated with it.

FIGURE 3

A FUNCTION AND ITS INFORMATION MEASURES (EXAMPLE)

(Structure) ITENS OF INFORMATION (Measures)
Activity Firancial
Academic Unit Deand Resource Information Inforzation Information Outcomes
Furction Information information
Availability Allocation Type Level Source Amount
Alstory 100 300 Fr. Faculty: Faculty: Looturs 6 Sec. Accownt X $10,000 % Corpleters
2 Full Prof. 1 Full Prof. Student
4 Assoc. Prof. 3 Assoe. Prof. Evaluation
6 Asat. Prof. 2 Agst. Prof. of
5 Ti's Instructor
Faculty: Recitation | 12 Sce. Account X | $15,000 % Atten-
3 Assoc. Prof. and Y darce
¢ Asst. Prof. Stwdent
5 TA's Evaluation
of
Ingtructor
Faeility: Faoility: Clasgroc~ | !)%F, 3:10 - - -
Rooria 305, Boora 305, Usa: 305, | MW®, 8:10
308, 308, 312, 308, 312, 322 3og, 312, MaT,
314, 322 322 11:10,
12:10
TTh, 8:10,
8:10,
2:10




:*‘\»“'
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The following procedures can help the administrator to identify the kinds

of information to associate with a function.

STEP 1 S ..

STEP 25

STEP 3 5

Refer to the list of unit functions and select those to be
examined in more depth. These might be functions in greater
demand, or those for which more detailed information is
needed for planning purposes. Establish a Worksheet 1B

(blank form) for each of those selected.

For each function, determine the apgropriate information
measures categories that will be used to describe the fﬁncfion
and record them in column (a) of the worksheet (for examples,
refer to the sample Worksheet 1B on the next two pages).

How the unit selects these categories must be decided by the
user. For example, in Worksheet 1B (Sample 1), the measures
categories of faculty, facility, equipment, supplies, and
services are used to describe the Resources related to History
100. (For those interested, Appendix C provides a brief
description of the NCHEMS Program Measures framework that
ide~tifies categories of information describing PCS program

elerents).
For each category the unit has.decided upon, identify the

descriptors that will be used to describe quantitatively or

qualitatively each measure category and record them in

27
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Aruitoxt provided by Eic:

WORKSHEET 1B-SAMPLE 1

INFORMATION SUMMARY

FUNCTION: Eistory 100
ACADEMIC TERM:  Fall 197§ INOIVIDUAL RESPONSIBLE: Prof. Jans Door
Information . Planned Budgeted
(a) Measures {b} Oescriptors (€)  peasures (@) pessores (e) Actual Measures
Derand
«Student Mrbere and Student 300 Undorgraduates; | 300 Undergradugtes; 282 Urdergraduates;
Levsl; Percentage 100% Freskeen; 75% Frashmen/25% Soph;| 80% Freshmen/20% Soph;
and Levsl; Parcent- 75% Majors 90% Majors 85% Majora
ags of Majors
Resouxcs : i
Laoulty Rae; Rank 1 &ull Prof., 2 Full Prof., Door, Wong, Maxrr, °
3 Assoc. Prof., 3 Assoc. Prof., Crow, Santos, ~7ite
2 Asat. Prof. . 1 Asst. Prof.
Percent Assigrment; 3 Wegkly Contact 3 Weakly Contact 3 Weskly Contact
Contast Fours; FIE Zours/Faculty Hours/Faculty Hours/Faculty
Aseigrrent
~Zactlity Type; Room Classroamp: H30S, R30S, H308, H312, R30S, R308, H312,
B308, B312, R322 H322 B322
Rmber of Stations; At Least 50 Each At Least 50 Each At Least §0 Each
Aseign. Sq. Ft. A .
Hours per Week ¥ormings; 3 Hours/ H30S8: MWF, 9:10 B305: MWF, 9:10
eaik B308: MWF, 9:10 7308: MWF, 9:10
8312: MWF, 11:10 H331%: MWF, 11:10
8322: ITh, 8:10 HA322: TTh, 0:12
~Equipment Type; Modber of Iters - - -
Percentags Utilization;
Amownt A
~Supplies Typs; Arount Office; $100 Office; $100 Office; 8100
-Servics Tyre - - -
Parcent Utilization;
Actual Usage Cost
Activity
Mode cf Typs Lecturs Lecture Lecture
Instruction
~Sections . Raobder [ [
~Course Credit Mber 3 3
Hours
-Section Size Mmter 50 50 4”2
~Contact Fours Peden 3 2 3
Finaoneial
-Salarics Dollars 10,000 10,000 10,000
-Equiprment Dollars - - -
-Supplics Sollars 100 100 100
-Services Dollars 0 0 0
Outcores
-Cource Corplations | IMetor; FPercontage 270, ang - 248; 88%

~Couraa Evalualion

Ccrplation

Dejree of Sitiofaction
with Cource

Studont Evaluation
will Reflent Atove
Averago Saticfaction

Student Evaluation
Reflected Kigicst
Degres of Satisfuction

*Measures may not be available for some of the descriptors fllystrated here.
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. WORKSHEET 1B-SAMPLE 2
.

‘

INFORMATION SUMMARY

FUNCTION: Rescarch Project £12345

ACADEMIC TERM:

Fall 1975

INDIVIDUAL RESPONSIBLE:

Prof. Lin Wong

(a) Information

(b) Pescriptors

© Planned

(d) Budgeted

(e) Actual Measures

~Mode of Resecrch

Type; Proportion
of Tims Spent

Fiold Resear+h
75%; Literature
Reseach 25%

Field Resecarch 75%;
Literature Rescarch
25%

Measures Measures Melsures
Demend
« <Faculty Time FTE; Person .§; Wong .5; Wong .5; Wong
Resowrce Q&\
~Faculty 2 Assigrment 50% 50% 50% ’
~Pacility Tupa; Roor; Roomt lge None None None )
~Equiprent Type; % Utilization Yona Jons None
~Supplies Type; Amownt Office; $300 Office; $300 Office; $300 -
Aotivity |

Field Rescarch 80%;
Literature flesearch
20%

-Rasearch Locwrent

u

Tislae; lete of

Corpletion

Bintory of State
Goverrcnts;
lareh 1376

-Studont Level: theier; Urper Division: Upper Division; Upper Division;
Participmits Total Rours 50; 150 Hours §0; 150 Hours 30; \150 Fours
. e {
Pinances . \
-Salaries Dollars 12,000 12,000 zz,gbo
® Equipnent Pollars 200 - s
-Supplies Dollars 300 500 325
-Services follzrs 200 - -
-Miscellancous Dollars 100 300 €5
Outcomes
-Time Spent YNo. of wkly Hours 20 Hewrs 20 Hours 24 Hours

The Ristorical
Significonce of
State Gouermrgnt~:
March 1976

L

30 49
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column (b)'of each function's Worksheet 1B (blank form). /f//’
The worksheets now are ready for planning and management

uses. [Columns. (c), (d), and (e) will be explained later,]

o

Using Worksheet 1B: Information Summary

14

Worksheet 1B: Information Summary can be used as a vehicle for communicating
and'ana]yzing~info}mation about the unit's}functions during the planning,
budgeting, and éxecution phases. (The planning phase is concerned wi%h the
specification of.the‘dESired resources, activities, and outcomes of functions;
tﬁe budgeting phése is copcerned with the allocation of resources, expécted

‘ activities, énd expectedtoutcomes of functions; and the execution phase is
-concerned with tﬁe assignmgnt and actual use of resources, activities
conducted, and outcomes achieved.) These distinctions are important because
information about a function typically would be different during‘each phase.
For example, during the planning phase, information about:the'number of
stu@ents §1anning to take History 100 might be known; during tne budgeting
phase, thé‘ﬁumber of students expected to enroll in the course might be known;
and in the execution phasé, the students who actually enrolled and who
completed the course would be reflected.

Referring back to the sample Worksheets 1B found on pages 29 and 30, noté

that the worksheets contain columns (c), (d), and (e) for recording at the
appropriate point in time information pertaining to the planned (Planned

1)
Measures), budgeted (Budgeted Measures), and execution phases (Actual Measures).

During the unit's planning phase, the administrator can specify as a first




cut the planned measures for a particular function and record thgse on a
Worksheet 1B. Usually, the information can be derived by the administrator
and the individual responsible for the function or by committee. Then,
during the budgeting phase when budgets are more or less finalized, the

worksheet can be used to record the budgeted measures. Often, due to the

need to examine budget tradeoffs among all of the units within an institution,

what was planned may not necessarily be what was budgeteﬁ. Thesg‘budgeted

measures could be communicated to the individuals ﬁesponsib]e for the

functions such that they will have a common understhnding of the expectations

of a specific function.

Finally, during or after execution, the worksheet cén be used to record the
actual measures. In this way, the worksheet can serve as a communication
vehicle between the administrator and the individuals responsible for

the functions. differences or similarities between budgeted and actual ..,
measures can be anaiyzed and"a basis be established for making necessary

changes in functions for the next planning period.

I short, identifying the unit's functions and obtaining information about
thé demands, resources, and outcomes during the planning, budgeting, and
execution phases can help to describe the choices for fostering and
supporting more informed decisions within the"academic unit. While this
moduie has laid out a framework for organizing information aroqnd a unit's

function;, the subsequent modules (Modules 2-5) in this document are designed

to assist in obtaining the various measures for helpir: to plan academic demand,

faculty and financial resources, and the goals and outcomes of the academic unit.
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MODULE 2

EXAMINING . ACADEMIC DEMAND
( @ ACADEMIC DEMAND MODULE)

-

Introduction

2

In determining a unit's functions, the administrator needs to identify how large
a load or what level of activity will be required for each of the functions.
Many of these demands occur not only in instructional courses but in other
functions as well. For example, graduate students expect thésis advising

from faculty; the institution turns to many faculty members to serve on
institutional committees; and, the commu;ity expects the staging of cultural
events for the public's interest. Thus, by accurately gauging the deinand

for each function, resources can be allocated or budgeted more efficiently,

the types and levels of activity to conduct for each function can be more

clearly defined, and the objectives and outcomes of each function can be more

definitively ascertained.

A key factor in examining academic demand is the capability to estimate

the number of students expected to enroll not only in the institution but
also in programs and academic units. Many experienced administrators pride
themselves on being able to make sound cecisions in this area intuitively.
However, "as more and more students drop in and out of the educational
process, the likelihood of a decline in stability of enrollments and a

corresponding increase in the complexity of forecasts used to project

enrollments" (Huckfeldt, 1972:15) may make intuitive judgments progressively




less reliable. In addition, as the demand for learning experiences changes,
theré is a need to examine in more detail the relative shifts in student
demand among the institution's academic units. While ah administrator at
central office may be able to predict enro]]mept; quite accurately due to an
averaging process, this would not be as appropriate at the academic unit
level. In fact, it may be more meaningful fur institutional and academ{c

unit administrators to determine the estimates of student demand jointly.

But, similarly, there are other demands that need to be met as well by

the academic unit. In investigating other academic demands, the administrator

would be interested in questions such as:

1. What research commitments do faculty have that will influence the

amount of time available for teaching?

for dissertation and thesis work?

~

3

2. How many doctoral and Master's degree students need to be advised 1
3. How much time and effort is needed to serve on the Faculty Senate
Policy Committee, that is, how many meetings are to be held this 1

term, and how often and how much work is involved outside of the

meetings? . |

o’.\;~ - .
The purpose of fhis deUTe\li to provide worksheets and procedures for
assi§1dgg_§i;b/the examinatiQH of academic demand with primary focus on
student demand for the unit's courses.
G4
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Examining Student Demand at the Institutional Level

While a multitude of approaches and mechanisms are used to obtain student
enrollment estimates, such as régression models, student flow models, pooled
judgment modé]s (Wing, 1974}, one of the most widely used ways to examine
student demand on an institution-wide basis is with a display called the
Instructional Work Load Matrix (IWLM). This display is constructed from the
student registration data of the institution and shows the total number of
units (credit or contact hours) taken by all students in a given degree or
certificate program from each of the departments or disciplines of the
institution during a specified time period. Figures 4 and 5 (Haight and

Manning, 1972) serve to illustrate the IWLM concept.

~

FIGURE 4
EXAMPLE OF AN IWLM

Major
A B C
‘5 1 315 430 285
b=
T 2 210 560 360
g8
S 3 265 340 465

The IWLM above illustrates that all students of Major A took 315 (credit

or contact hours) from Department 1, 210 from Department 2, 265 from

Department 3, and so .forth.




From an IWLM, an Induced Course Load Matrix (ICLM) can be calculated that >
displays the average number of units (credit hours) that students in v;rious
degree or certificate programs take in each department or discfbline during

a specified time period. The ICLM is produced by dividing the enrollment
(headcount or institutionally defined FTE) of each major into the total

hours (displayed by the IWLM) that all students of a given major take in

each department (see Figure 5 below).

FIGURE 5
DERIVATION OF THE ICLM FROM THE IWLM

Major

A B C
v 1 315 £ 430 285
g — TWLM
E_ 2 210 560 360 (in credit hours)
5 3 265 340 465

50 100 75 Enrollment

(in headcount)
\\ - = - -
Major

A B C
4+
§ 1 6.3 4.3 3.8
£ .
52 4.2 5.5 4.8 ICLM
1) (in credit hours)
e 3 5.3 3.4 6.2 1

The ICLM above illustraies that on the average, the typical student in Major A

takes 6.3 credit hours in Department 1, 4.2 in Department 2, 5.3 in Department
3, and so forth.
36
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Although shown in two dimensions, both an IWLM and ICLM can be expanded
£rom two to four dimensions by adding student levels (Tower division,

upper division, graduate) withiE)najors and course levels (lower division,
upper division, graduate) within departments. From a technical standpoint,
this expansion should readily be possible since the capability usually is

included in the computerized procedures.

In effect, the ICLM and INLM are used at the institutional level to provide
information about the departments or disciplines in which students of each
major or field of study take course work {consumption information) and the
flow of student units (credit hours, contact hours, headcount) from
instructioral disciplines to thz various majors or fields of study (contri-
bution inf;rmation). In short, the contribution information focuses on the
individual disciplines or departments and shows which majors or student

programs they serve.

NCHEMS has a software package called the Student Data Module (Haight and
Martin, 1975) that is capable of assisting users to obtain consumption and
contribution information about student demand by developing an institutional

IWLM and ICLM.

Examining Student Demand at the Academic Unit Level

One of the first estimates of student demand for a unit's courses can be
obtained from the institution's IWLM, eSpecially if the IWLM data can be

provided at a level of detail appropriate for use by the unit administrator.
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JFor example, Figure 6 illustrates student demand information of interest to

a department administrator that has been obtained from the institutional

TWLM:

FIGURE 6
DEMAND FOR A DEPARTMENT'S COURSES, BASED ON THE INSTITUTIONAL TWULM

Major

A B C

1T {105 | 143 95

Institution's

Dept. . 2 70 1186 | 120 TWLM
R ettt it il ' (Headcount
13 82 | 113 {155 | ' Enroliments)
|

[Cimensions have been
expanded to include

Major major, by student
Tevel, and the specific
Student :
Level A B C courses of Dept. 3.]
tf{uw|wwi{uw]w]uw
Course 101 10 21 50 5
| Course 150 12 3 Dept. 3's
a TWLM
2 | Course 202 351121 15 10| 75 (Headcount
Enrollments)
Etc.
8 43




Thus, Figure 6 shows that out of 82 headcount students of Major A taking

courses in Department 3, 10 are lower division headcount enrollments served
by Course 101, 12 by Course 150, and so forth.

\\

N\
The student demand information can help the administrator to answer several

key questions at this level of planning:

What student majors are expected to take courses in the department?
L'
How many headcount enroliments would these majors generate in the

department and in which courses?
Which courses are more service-oriented than others?
Is the pattern of courses taken in the past by these majors stable?

Furthermore, once the probable demand for courses is known, enrollment data
and decision rules on section sizes can be used to ascertain the number of
course sections that a unit is capable of offering. Thus, from the unit
administrator's viewpoint, the examination of student demand is an effort

that requires the unit's assessment of its expected enrollments as well as
information about student registrations. Often as a first start, the institu-
tional IWLM will have tho appropriate data; however, if not, then it usually
will be necessary to translate the IWLM data into the level of detail
appropriate for the unit administrator, or reports specifically for the unit

administrator will need to be generated separately from student registration

files.




Note that while the total demand for a given course is typically the item

of most interest to an gcademic unit administrator, an awareness is increasing
regarding the "servicing" function of the academic unit, that is, what
students other than the unit's own majors is the unit serving? Because

of this awareness, an examinaiion of the mix of majors in a course, by level,

is becoming a topic of growing‘§gferest today.
\

Worksheets Provided

This module contains several worksheets \(blank forms are shown on the next
three pages) that can assist the administﬁigor in examining academic demand.
Most administrators account for the unit's ﬁzand by srme method; however,

the worksheets and procedures in this module have been provided as another

possible approach to assessing the unit's student demands.

Worksheet 2A: Patterns in Course Enrollments

This worksheet can be used to display previnus course enrollments and
therefore provide information regarding any trends (upward, downward,
no change} in enrollment patterns. The level of detail can be determined

by the administrator.

Worksheet 2B: Expected Course Enrollments

This worksheet is in two parts. Part 1 can be thought of as the unit's
IWLM that displays headcount enrollments of students by major and level
for each of the courses offered by the academic unit. Part 2 helps to
estimate the number of sections to offer for each course based on the

headcount enrollment determined in Part 1.

19
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Worksheet 2C: Other Academic Demand

This worksheet can be used to record demands arising in research, .
%

public service, student 2dvising, and other noninstructional functions.

Procedures for Examining Course EnrdﬁJment Patterns

The academic unit administrator will undoubtedly want to know previous

enrollment patterns for the courses to be offered. Often, by looking at

aggregate enrollments, the administrator can obtain a "feel" for shifts in

course enrollments. The following procedures used with Worksheet. 2A

provide a general approach for examining enrollment patterns.

STEP 15

STEP 2 5

STEP 4

EER\

Using a blank form of Worksheet 2A, identify the courses to
be examined and record them in column (a). The courses

selected cculd be the entire curriculum or a subset such as
high priority courses, courses of a specific level, or the

courses pertaining to a particular degree program.

In column (b) record the particular course category (course
level is illustrated) for each course listed. A sample

Worksheet 2A is shown on the next page for illustration purposes.

Identify the academic periods for which enrollment data are

to be obtained and record them in row (c).

For each of the academic periods, identify the type of student

enroliment data to be displayed and record in row (d). ‘the

4754
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i1lustration on the sample Worksheet 2A shows a breakdown
of majors, nonmajors, and total. Some units may prefer

to provide a "major-minor-total" breakdown.

STEP 5 Obtain the enrollment data for each cell. These data could

H

be obtained from various sources, the most likely being the

institutional student files or the unit's own records.

H

STEP 6 \ = After the enrollments are recorded in the appropriate cells,
examine the pattern for each course top determine if any

trends are apparent.

STEP 7 Information about past enrollment patterns might be used as

B

a basis to project expected enrollments for the forthcoming

academic period [see column (e) of the sample Worksheet 2A

for a projection based on the trend shown in the illustration].

Adwittedly, it is tedious and time-consuming weck to sort through student
records to pull out the reievant data. If the data already are c¢isplayed
by an office in a desirable format, the task is minimized. Nonetheless,

once Worksheet 2A has been prepared, it can be filed and kept for future

reference should previous enrollments be needed for analysis purposes.




Procedures for Examining Expected Student Demand (Course Enrollments)

This section can be used to examine expected student demand for the unit's
courses. The use of several information sources are suggested to help in

the examination: (1) previous course enrollments (IWLM), (2) preregistration
if conducted, (3) surveys of student expéttations, and (4) key indicators/
events that signal enrollments to expect in particular courses. Since

course offerings typically are planned at least one year in ad%gqfe,\previous
course enrollments probably will be used as the initial estimate§iﬁ_However,
to arrive at a best estimate, preregistration, student surveys, and/or

recent changes in current.events also can be valuable in providing course
information on a short-term basis, for example, two to four months in advance.
In addition, it is known that many academic unit administrators look toward
the two or tlree key indicators/events that provide clues on what to

expect in coming terms. For example, in a Journalism department that had

a high number of in-state students, a summer workshop attended by graduating
high school seniors in the state provided a key indication of the size and
interests of the incoming fre§hman class. Also, many institutions have a
“lock-step" curriculum that makes it much easiér to predict enrollments

for the planned academic year, that is, courses and enrollments of the
curriculum are controlled on a "block" basis and cherefore have little

variance from period to period.

The following procedures are to be used in conjunction with a blank form

of Worksheet 2B found on page 43 . Also, to assist with the use of these




procedures, a completed sample of Worksheet 2B can be found on the next

page. However, before proceeding, it is emphasized that Worksheet 2B

provides information similar to information that can be obtained from an

institution's IWLM and therefore any unit already receiving IWLM data may

choose not to use these procedures.

STEP 15

STEP 2

STEP 35

STEP 4§

A
)

/
Using a blank form of Worksheet 2B, identify the courses

to be examined and record these in column (a) of Part 1

of the worksheet.

In column (b) record the particular course category (course

level is j1lustrated) for each course listed.

Identify the various types of student majors that take
courses in the unit and record them in row (c) of the
worksheet. The majors other than those the unit wants
to identify explicitly can be 1umpedhtogether under “All
Others." Subdivide each major by a student identifier f

(student level is illustrated) and record them in row (d).

Estimate the number of headcqunt students by student level
and majors who will be enrolling for the planned courses and
record the headcount enrollment, in the appropriate cells.
The projections obtained from using tlorksheet 2A can be the

estimates if desired. In cases where an atypical increase
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STEP 5 5

STEP 65

or decrease in course enrollment is anticipated, the headcount
should be adjusted appropriately. In addition, obtain{fqr
each major and student level the expected headcount number

of declared majors for the specific planning period aﬁd

record in row (e). For example, in the sample Worksheet 2B,

lTower division history majors are indicated.

For those courses for which there are no sources of
enrollment data, the expected enrollments can be estimated
subjectively or from informal student surveys. Record the

estimated enrollments in the appropriate cells.

After the expected enrollments for each course to be offered
are recorded, sum the expected enrollments for each course
across all majors and student levels and record the subtotais
in column (f), keeping separate the totals for the unit's own
majors and the majors of other units. This distinction is
not necessary but may be useful in identifying the proportion
of students from other departments who are being served

by the unit in question.

Similarly, sum the expected enrollments for each major and

student level and record the subtotals in row (g).
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ks

Note that Part 1, the completed matrix, now displays an IWLM for the academic
unit expressed in headcount enrollments for each course, by student major
and level. The level of detail for Part 1 should be changed to meet the
needs of each administrator. If less detail is desirable (courses

aggregated by lower division, upper division, graduate levels), the insti-
tutional office should be able to gene?ate an IWLM with those dimensions.

If not, Worksheet 2B can be used.

Procedures for completing Part 2 of Worksheet 2B have been provided for those
who would like to calculate initially the number of sections to offer for
each course based on the expected total cource enrollments identified in

Part 1.

STEP 75 Identify a desired section size for each course, taking into

account such factors as institutional or unit decision rules

or constraints regarding minimum and maximum course enroll-
ments, facilities available, and budget constraints, and

record it in column (h) of Part 2 of the worksheet,

STEP 8 5 Determine the number of sections required for each course by

dividing the "Total" column of the Total Course Enrollments

in column (f) by the corresponding Desired Section Size in

colunn (h) and record the gquotient in column (i).




STEP 95

STEP 10§

STEP 125

In column (j), record for each course the numbg¥ of sections
the unit is required to offer and the additional sections

to offer should sufficient resources or student demand
exist. Usually, policies will provide guidelines for

the number of sections to offer; however, demand and/or
faculty availability may influence the number of sections to

of fer.

The number of sections required for each course in column
(i) and the number of sections planned for each course in
column (j) can-be used as the basis for investicating
planning alternatives when the final estimate of enroll-
ments is made. For example, if demand should exceed planned
number of sections, some alternatives are to change section

sizes, modes of teaching, or the planned number of sections.
If any additional information is obtained about changes in
student demand, the worksheet can be updated to reflect the

current status of expected course enrollments.

After the academic period for which the expected enrollments

were planned has transpired, actual enrollments can be

-

¥
obtained from each course section and Worksheet 2B can be

N

updated and filed for future reference.




Procedures for Examining Other Academic Demand

While the previous section dealt with an examination of student demand,

it is equally important for the administrator to determine the demands for

neninstructional functions to facilitate resource allocation, identify levels

of activity, and determine outcomes. In this case, the following procedures

used in conjunction with Worksheet 2C on page 45 can assist with this task.

A completed sample of Worksheet 2C can be found on the next page.

STEP ]5

STEP 25

Using a blank form of Worksheet 2C, record the unit's
functions (other than instruction) and identify and record
the corresponding demand for each function in column (a).
(These functions can be obtained from Worksheet 1A in

Module 1 if it was used).

For those functions for which demand information is unknown,
obtain it either formally (see Faculty Planning Form in
Appendix D) or informally from constituents and colleagues

and also record it in column (a).

The demand information now provides a basis from which
resource assignments can be made, the expected type and level
of activity can be planned, and the planned outcomes can be
identified. 1If desirable, information about these aspects
can be recorded in columns (b) through (i) of the worksheet

(see sample Morksheet 2C on the following page).
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Potential Uses of Academic Demand Information

The information about demand provided by the worksheets and procedures can

be useful for planning and management in several ways.

First, the student demand information can help the administrator to determine
which majors (field of study) take courses offered by the academic unit
and thus provides a start toward analyzing the "servicing" aspect of the

particular unit.

Second, historical patterns of course enrollments can provide a picture
of general trends in student demand changes and therefore help the
administrator to anticipate some modifications in the jnstructional functions

of the unit.

Third, student demand information based on previous course enrollments,

preregistration data, student surveys, and key events/indicators can provide

an estimate from which the administrator can plan (on a more inforined basis)

the instructional functions to conduct within the unit. Furthermore,
Worksheet 2B can serve as the unit's IWLM from which data can be analyzed
and communicated for reporting purposes. These estimates can be coordinated
with the institutional level to obtain a better picture of the unit's

expected enrollments.




Finally, information about the demands made on other functions of the
academic unit may enable the administrator to plan better the resources,

activities, and outcomes of the unit by knowing more clearly what is

expected and the amount of service necessary in carrying out those functions.




MNDULE 3

PLANNING FACULTY RESOURCES
( (3) FACULTY PLANNING MODULE)

Introduction

Faculty resources are important simply because the success of institutional
progﬁams depends primarily on them. Faculty form the base of operation

for most institutions, and especially within the academic unit, the instruc-
tional, research, public service, and administrative support functions
revolve around them. Thus, the assignment and use of faculty resources is

a central focus of the academic unit's planning and manaéement process
because that process wust be cognizant of interrelationships among faculty
capabilities and interests, expected student enrollments, specific activities
to be conducted with}n the unit's functions, the physical resources for
supporting those activities, and administrative guidelines and constraints.
The way in which faculty are assigned and the capabilities they have often

govern the scope and direction of a unit. F[rom among these intevwclationships,
be identified. These are:

1. Identifying the specific activities to be _onducted by the faculty
of a unit. These activities are to be carried out for accomplishing
the unit's functions identified in Module (:) , Worksheet 1A. For
example, an instructional function (course) may be offered in 10
sections for lecture {acti¢ity) and 20 sections for recitation

(activity).




2. Identifying faculty capabilities, availabilities, and assignments
for conducting activities. For example, Professor Wong's strength
is in U.S. History, he will be on sabbatical in the Spring, and

he has taught graduate courses for the past five terms.

This module provides worksheets and procedures to determine tgs\iyailabi]ity
of faculty resources and identify some tentative assignments‘of those
resources to activities (assignments are made for both groups of facu}ty

&nd individual facu]ﬁy). Furthermore, information about faculty capabilities,
interests, and availabilities are used to facilitate the assignment procest'

- In effecty these aids assist in examining a1terna§§vc matches between

faculty and activities.

Key Considerations in Planning Faculty Resources

.

Obviously, faculty workload requirements must be taken into account when
planning the use of faculty resources. Although research and much dehate k
have centered upon the detemination of a way to arriva\ét equitable faculty
worklcad, there is no consensus regarding a best way, much less that a best
way even exists. In some academic units, workload assignments are made

on the basis of the number of course sections to be taught; in others, contact
hours are used; and in still others, a weighted point system is the basis.
Moreover, faculty'work1oad in some units consists of only those activities
form21%v furced by the institution whereas in others workload specifically
ipc]udes professional development, graduate student advising, committee work,

and even consulting.

.
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In addition, there are other factors that might infiuence workioad, such
as the amount of effort required for an activity, the class size, course
credit hour, and faculty contact hours for a course. While research does
not substantiate whethér these factors justify workload variations, they
become important if a unit's members perceive them as justifying such
variation (Yuker, 1974). /

re <
124

Another 1mportant consideration in planning faculty resources is the mix
of short-term and long-range decisioﬁs cohcerning the faculty required to
carry out the unitus activities. For example, in defermin%ng teaching
schedules for the next term, decisions must be based on immediate facﬁ]ty .
availabilities and cépgbi1ities. However, in the Tonger run, depending

upon the kind of curriculum the unit wants to offer, decisions about the

number and kind of faculty capabilities needed to support the planned

curriculum can be made on a carefully planned basis.

Worksheets Provided

There are several worksheets provided in this module to plan and examine the

use of faculty resources. These workshéets are found on the next five pages

and are: o

Worksheet 3A: Summary of Expected Course Sections

Tnis worksheet can be used to organize and record the number of sections
to offer for each of the courses that were planned. One way to cbtain
this information is throuah the examination of student demand supported

by Module @ .

a7
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WORKSHEET 3A

Planning Periodg

~

SUMMARY OF EXPECTED COURSE SECTIONS

2
Date: -
. 1 .
Courses to . Academic Year Fall Winter Spring
be 0f ‘ered Activity * ’
' iof .
During the Cateqor_y t of Course 4 of f of Course fof t of Course ¢ of " of Course Addxt?onal
4 (Course | umts that Additional |lynyts that | Additional | Umits that Add1tional Umt; that 1 urse Unats
Academic L -I) are Required| Cotrse Umts |isre Required |Course Umits| are Required | Course Umits| are Required that May
Year eve to be that May to be that May to be that Hay 0:2 v be Offered
¢ Offered be Offered Offered  |'be Offered Offered be Offered ered
| .
;
S E L

*Course Units - to be defined by the administrator.
data refer to "Course Section.”

O

ERIC
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WORKSHEET 3B

Rt
(a) Faculty Planning Form = Page 1 of 2
Name ; Denartment _
Rank Planning Period _ o
Teaching FTE (1.0 = Full-Time) ___ Salary (Optional)
(b) Overall Comments Regarding Plans ior the Hext 2-5 Years:
{c) Faculty Yorkload
Academic Years Fall Winter Spring
urs 4 of £ yre + of { Cou: Lo-of " v of
'uf::tc.u./;uc Fasrtienal ll?»:f( 70,0 fdhitional 'U:mco;nje At tieral imc;{.((,‘o;n‘ ¢ Additional
Expret to Cour e Inyts vy :c)t tg Course Units Exmer to CCl\:! "ELU”;S fv'n‘é' \g Cotrsa Imats
N ' u M . we vou e e You May ’ “'_.‘. You Ma
tonductr® szuuéi Con tuct Co:m:}t’ Conduct Conduct Condu. C;:duc{
(d) A.1 Scheduled Teaching
List Those Fall Hinter Spring
Courses You Can
and JOU]d .t of fC 4 of
- fC 50 .: ¢t of Coirse _‘: N *0 ourse FAqt:n
Like to TeaCh 'U:NSOL,«‘;U" o ‘ preferencess | tnits Yo; L |::f' 1 Pesterencesns Urits You :' ‘);‘ )"!L Preferencesse
Dept. ! Wwould Libw feot aculd Like [0nref fOITn : ould Like 072707 /"1
p ? ’ | No. to Conduct o\ 7., ;{ to Conduct :"" M to Conduct ”Jr 4
refix! o tect gt fnn
T -
I
[
|
)
| .
|
|
|
3 -
;

*Adanted from [gpyllxﬁﬁggjyj}xhﬁggjygj;;_hﬁrggpdgfg§_quyglf(ﬁanning and Rouney, 1973)

L

the data

**#Preforence Scale:

O

ERIC

Aruitoxt provided by Eic:

n -
| -

4

2

7

1 - would
J

e Units - to be defined hy the administrator.
refer to "Course Section.”

£9

would only teach if no one else is
would not Tyke to teach
7 - indifferent
3 - would Tike to teich

stronaly tite In
- would most Tike to teare

S
-

|

toaoh

%

For illustration purposes,
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JAORKSHEET 38

Page 2 of 2

(e) Activity
Category

() Activity Descriptiont

(a) Estimated Averace Weekly Workload*

Term 1 Term 2 Term 3
Thesis Comittee Participation 1.0 1.0 1.5
A.2 Unscheduled
Teaching
Course Scheduling and Academic
A.3 Academic - -
Program Planmng Consuyltations 3.0 2.0 2.5
Advising
&
A.4 Course and Oeveloping Oept. Curriculum Requirements 1.5 = 1.0 2.0
Curriculum -
Res. & Dev.
Section B. Research, Scholarship, and Creative Work Activities
L
Administering Resea}ch Grants \ .5 .5 1.0
B.1 Specific
Projects Departmental Research .5 [ .5
8.2 Genera! Qfficer 1n a Professional Socrety .25 .25 .-
Scholarship
and feading Professional Journals 2.0 3.0 10
Professional
Development
Sectien C: Internal Service Activaties o
Preparing Recommendations .25 25 .5
C.1 Student- b e e e ————
Oriented Spensoring Studert Orqanizatrons 2.0 2.0 2.0
Service
Jepartrent Adminictrating 250 20.0 25.0
C.2 Administra- Pecrurting faculty 5 1.0 2.0
tive Dutres b ool
Preparing Sudgets 2.0 20 4.0
Fazulty Council 1.0 10 10
 — — et —— e e it T
C 3 fLormittec Deoarteenta? Meetings 2.0 2.0 2.0
Partrcipation jooem . L. e m — S
Joint Budiet forrittes 1.0 1.5 2.0
U SR SRR S
Facilyty Planning Corrigsian ih 1.0 10
Section D fubirc Service Activities
fommantty Belationg 3.0 3¢ 3.0
General Profes- forsuitirg . 20 .
s10nal Teryro s, - —————— e s e i B Uy WP S
Directad
QUTSIIL the —- —— . - LIS SN Y SO - _
i Instrtutine
Section £ Teihpical Tervices Artay,tips
R e e P, e e e e e S —
Terhnical i
Manaqgement Lo L - e e —— e — o —-
ard Support, | 1
L. . . P e U SO U A S S
sy [T A e dend s aeead R Tasan 1 oa 7
r) | A I g o ,?. ]
YTheLe e vt ce b T by vs 0 m sarme vy by tre oy a STt meehers
Coefynrac et n v 6 ey P N R naeyocee e oy 14 [TE I S B A T SYSN
ey el v, e
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Worksheet 3B: Faculty Planning Form

This work<heet can be used to solicit or reflect information about
each faculty member's plans for the period under consideration.
(Instructions for completing this form can be found in Appendix D.)
This form has been adapted from the Faculty Activity and Outcome

Survey Form contained in the NCHEMS document, Faculty Activity

Analysis: Procedures Manual (Manning and Romnéy, 1973). Those

\

interested in pursuing a faculty activity ana]ysfg may wish to refer

to that document for more detailed information.

Morksheet 3C: Faculty Allocations-by Rank and Course Level

This worksheet can be used to investigate the consequences of allocating

faculty by rank and course level. It enables the administrator to
change several planning parameters to examine alternative allocations

of faculty (Hoenack, et al., 1974).

Worksheet 3D: Matching Individual Faculty to Specific Activities

Tnis worksheet also can be used to investigate the consequences of
matching individual faculty to specific activities. Although similar
in concept with Vorksheet 3C, it provides more detailed information
about the tentative assignments of individual faculty members to the

activities.

9




Procedures for Determining Faculty Capabilities and Availabilities

Often, simply investigating the unit's functions and their related

activities and faculty plans will provide infcrmation useful for planning

and management purposes. This set of procedures can help to obtain

information about what faculty can do, plan to do, and what specific

activities are to be conducted during a specified academic period. Thus,

the information will assist in determining faculty capabilities and

availabilities for carrying out the unit's functions.

STEP 1§

STEP 2§

The first step is to decide the extent to which the unit's
faculty will participate in providing information about
their availabilities and interests. The administrator
will be using Worksheet 3B to obtain faculty information;
however, this worksheet can be completed without any
formal participation by the faculty. The following steps

assume faculty participation.

The administrator uses the institutional IWLM orgynit

student files to estimate initially the unit's student

demand and converts the demand information into course units
using Worksheet 3A. (Although Module (:) of this document

can be used to estimate this student demand, many administrators
can complete Worksheet 3A without going through all the

details explained in Module (:) and therefore it has been
provided in this Module <:> ).

~x

<o

75




STEP 45

STEP 35 “Then, send a completed Worksheet 3A and a blank Worksheet 3B

to each faculty member. At this Lime, any administrative
guidelines to be considered by the faculty member in
completing the worksheet are sent also. For example, the
administrator might require that each facuity member list
at least one "core" or "foundation" course to teach from
the list reflected in Worksheet 3A. (Samples of completed

Worksheets 3A and 3B are provided on the next three pages.)

\
J
Each faculty member completes Worksheet 3B, reviews and

suggests updates on the information provided by Worksheet

3A, and returns the worksheets to the administrator.

Worksheets 3A and 3B ndvarovide a wealth of information
L.

.

that can be used for planning and management purnoses.
ngysheet 3A can be used as an inventory of thecéourses

and course units to be offered for the specified academic
period; Worksheet 3B can be used as an inventory of

faculty capabilities, their preferences for various activities,
and the time they expect to expend in each; and Yorksheet

3B can serve also as a vehicle to foster discussions between
the individual faculty member and the administrator regarding

vorkload for the specified academic period.

'-_{' Z




WORKSHEET 3A-SAMPLE

SUMMARY OF EXPECTED COURSE SECTIONS

Planning Period:

Date:

Academic Year 1975-76

April 28, 1975

Courses to . Academic Year Fall Winter Spring
be 0ffered-%c€1V1ty * ¥ of ¢ of
Ouring the [SAERIOTY) s efcome | ntly NSLEM | st | O | sateiown | U | pantion,
Aeademic | (quer | e ives ot i or i e s aeteres | @t ) oty
ar Offered | be Offered || offered | be Offered |  Offered be Offered | Offered e rtere
Hist 100 | Lower 15 1 6 0 4 1 5 0
Hist 200 | Lower 8 2 3 ¢ 3 1 2 1
Hist 340 | Upper 3 0 1 0 1 0 ! 0
Hist 410 | Upper 7 1 3 1 2 0 2 0
#ist 455 | Upper g 0 1 0 2 0 i 0
kist 570 | Upper 2 1 1 0 9 1 1 0
Hist 600 Grad 3 0 1 0 1 0 1 0
ist 625 | Grad 1 1 0 0 0 0 1 1

*Course Units - to be defined by the administrator.
data refer to "Course Section.”

R

For illustration purposes, the




WORKSHEET 3B-SAMPLE

(a)
Name - ou°

Faculty Plannina form* Page 1 of 2

Department < 2

¥

Rank fr o

-t

Planning Period fii ' o Lo

Teaching FTE (1.0 = Full-Time)

e

Salary {Optional) __

(b)

Overall Corrents Hegarding Plans for the neat

2-3 Years:

ilagprr e fipits - ta be defined by the administrator.
o oAty refer to

I

*ipreference “cale:

ERI

Aruitoxt provided by Eic:

N
|

1

a M ! 4 1t "‘ s LS f,"“ + 4 :'- N W 3 4 7 ¢ o
"‘47{‘- , » 2 oo et 70 e oo 17)3;_ I R .
%
[ .
N
(¢) Faculty ‘lorkload
Academic Year Fall Hinter Sprina
R f .
4 of Course LG nf ) s of Crurce . :'of : Yof (oase Vi el 7 of Cour e ,‘..:.YE, 1
dntly r""‘li‘(")| that, 'y ”"!V: ‘:"?- brats veg Cr u'(‘ rrls tats v C¢ l«; \un‘:-S
fapiot ©. Cron ,. L Fepe bty ‘4 ’ \.‘Y: (Y EC,"’,(.' to o Ma Tegort * ~\-“; “.y‘ L
e 2 ' ‘e “ y du L. Y .
forft for it vor it Tordut o Conty t bt BV
! ‘ / . g v J
({4} A.1 Scheduled Teaching
List Those Fall Hinter Spring
Courses You Can _
and Jdould .ot ' ot ‘orc ‘of
. s of Churse i ' r of Course} ., °~' of Lourse P eay)
Like to Teach Unite 1 e ‘5 ’ 1 besforon eoo® LIMI'";L(:‘U o l,i‘{:;?], Lreterenipene ::;SSL:SU ST ] preterencesse
Wiald Lrse ! “, At Vi ’ “‘ ! ~ ~OU e v,
Prefix! vt Cot
- ]
ot | R .
‘ b o
' ’
i i .
L) [
| T '
' /
|
|
|
!
—_ - 1 - _ . P R I — e

For i1lustration purposes,
Cource “ection,”

would only teach 1f no one else is availahle
would nnt 1ite to texch
indifferent

3 - would like te teach
d - wonld stronaly Tive tn teach

would rast Tike o teach
79, .
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WORKSHEET 3B-SAMPLE

Page 2 of 2

{e) Activity
Category

(Y activity Sescriptions

(q) Estirated Averaae Weekly Workloxd*

TEISLYe . Lo

808y

Term 1 Term 2 Term 3
Thesis Cormittee Tartict,ation 1.0 1.0 1.5
A.2 Unscheduled - . ——
Teachiny
Course Scheduling and Academic
A.3 Acaderac T e e e
Program Planning Consultations 3.0 2.0 2.5
Advising b ———— -
A.4 Course and Developing Bept. Curriculum Pequireronts 1.5 1.0 2.0
Curriculum be- - - —— ———
Fes & Dev.
Section B, Resecarch, Scholarship, and Creative Jork Activaties
Admimistering Research Grants .5 .5 1.0
8.1 ?,f’gg;:;i Jepartmental Research .5 5 .5
b= e e e e e ——— P
8.2 General Uffrcer 1n g Professional Society .25 .25 .-
Scholarship S —————— s m - ——
and Rexdirg Professional Journals 2.0 3.0 1.0
Professicnal | e
Development
Section €. Internal Service Activities
Pregaring Fecomtendations 25 .25 .5
C.1 Student- e em s e e e —_— — -——— -
Oriented Sponsering Student Organizations 2.0 2.0 2.0
<t vice S e e ——
. Departrent Adeeistration 2%.0 20.0 25.0
C 2 Adrinistra- eerurting Faculty .5 1.0 2.0
tive Luties R Ty U, - e B e ol [
Prepering fudgets 2.0 2.0 4.0
Faculty Councal 1.0 1.0 1.0 °
C.3 Ccanttee De, artmantal Mertieag 2.0 2.0 2.0
Partycapation et R L S LI DRSS VI SRS SR
Joint Budget Comrattre 1.0 1.5 3.0
Facality Planning (¢ siission V5 1.0 1.0
Sectinn U BULINC Seevice Activitres
: Cemranit, Polating g 30 3.0 3.0
General Profeq- | 1 v 1ripg . 20 ..
stonal ferviees | - B I T - et T S SN
Directed ‘
QUTSIOL the ) S e e oo L SR SRR S
Instrtution I
Section ¢ T nrvea® vl ipy Actiyitins
Technio 1 I
Minage ere { . - - - T T - 4~ - - ———— - R
and Sy nrat ,
I’ :“1"7’7! w r:l""j “"3B‘V1 "‘A." o ‘-]7‘—-': 50T 34 n““'[ K_') 04-“
{(n) Fdiitaon 1 . ny e Stwes o _;A u<--. .- ‘ -
fIhege Arc voptagen gty Erpreccet an tere, farsMaar Lo {0 aratfe ic umit reohers,
PEapreased an aLnra o yerhy cta e e e 400 TN Ier Lur, e, The acade 1¢ unit shauld deter g the
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Procedures for Examining the Allocation of Faculty Resources, by Rank and

Course Level

In many cases, planning for the use of faculty resources can be done on an
aggregate basis before specific faculty assignments are made. If this
approach is taken, the allocation of faculty resources can be done by
faculty rank (or another grouping of faculty) and course level. From the
information obtained by examining alternative patterns of these aliocations,
the administrator can decide which particular pattern will meet the needs

of the unit in carrying out its functions. The following set of procedures

used with Worksheet 3C can assist in allocating faculty on an aggregate basis.

STEP 1 Using a blank Worksheet 3C, identify and record in row (a)

H

the course levels (lower division, upper division, graduate)

of the unit.

-

STEP 2 For each course level, record the expected total student

H

demand (based on the most current estimate of the numbers

of headcount students) in row (b).

STEP 3 Identify and record the faculty ranks in column (c) and for

each rank record the numbers of faculty (in FTL) in column (d).

HEH

at each course level (can be obtained from Horksheet_ﬁﬁ‘by

totaling the number of sections to be offered for courses of a

similar level).

Bl

STEP 4 Determine and record in row (e) the total sections to be offered




STEP 55

STEP 6

-

STEP 7§

Record in row (ﬁ) the average section size at each course

level. This section size may be the result of such factors

as institutional policy, academic unit guidelines, or

facility constraints. t
At this point, calculate for each course 12vel the satisfied
student -demand and record in row (g).

L

(e) TOTAL Y (f) AVERAGE  _ (g) SATISFIED
SECTIONS SECTION SIZE DEMAND

For example, h

(thsﬁgﬁlggs X (35 Headcount - (700 Headcount

Level 1) Students) Students)

Also, determine the unsatisfied demand for each course level

and record in row (h).

(b) EXPECTLD : (¢) SATISFIED (h) UNSATISFIED
DEMAND DEMAND ‘OEMAND

For example,

(1,000 Headcount {700 Headcount (300 Headcount
Students for - Students for Students for
Course Level 1) Course Level 1) Course Level 1)

H0TE:  Depending on the aumbers of satisfied or unsatisfied
enro’lments, the administrator mey wish to change the number of
total sections to offer (STEP 4) or the average section size

(STLP 5), if those changes are possible.

&
N2

&<
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STEP 8§

STEP 9

R

Assur~ing that there is a tentative agreement on the total
sections to offer §nd the average section size, determine

a tentative allocation of faculty by rank to each course
level ensuring that Total Sections at each course level

are not exceeded. (See sample of Worksheet 3C on next

page, which illustrates the a]]ocaéions on the heav%]y
marked area.) For example, 15 Teaching Assistants allocated

to Course Level 1.

Based on this initial allocation, determine the average
number ¢f sections being taught for each faculty rank and

record in column (i).

SUM OF THE (d) NUMEERS (1)
ASSIGNED SECTIONS : OF FACULTY = SECTIONS/
FOR EACH RANK (FTE) FACULTY

For example,

(15 ‘Sections _ {6 Faculty _ (2.5 Section/
for Rank 1) ' FTE) Faculty)

pecord in columns [5) and (k) the amount of time (in FTE)
spent by each faculty rank in nonteaching functions. This
i5 an 7 welurd aetermiration 1ade when the faculty teaching
time was esiimated. These figures are provided to show that
if teaching workload time is changed as a result of investi-

galing an alternative allocation of faculty, the time
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available for research ard service functions might also
change, assuming there are estabiished conventisns for trade-

offs among teaching, research, and services.

NOTE:  Lorrsreet &C wz}/;_‘“uects a tentative allocation of
3
2ourse se{‘i‘; 2Ty Faculty rarnk to course levels. -

( .
The fo]\owing step describes how the administrator can examine other possible

alternatives of allocating facuity.

STEP 115 ine administrator can make various "changes" to examine

alternative allocations. After making a change, the adminis-

trator can evaluate its implicatiohs upon the other planning

- parameters reflected by the worksheet.

An exampie of a change is to increase the sections to be
taught by faculty members .o® a particular rank. There are

i

several implications of this change:

The number of sections to be taught by the existing

faculty of a given rank will change proportioraily to

~—

the change in secticns/faculty. For example, a 157

change in sections/faculty for a given vank will Change

# the number of sections to be taught by a given rank by

15 also.

PAFullToxt Provided by ERIC
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Total sections for a given course level may change.
Thus, section size remaining constant, satisfied and
unsatisfied student demand will change a]si.

Given a stable set of teaching, research, and service
funcgjons to be conducted, the time available for

research and/or service may change.

Another example of a change is to decrease the number of *otal
sections for a particular course level. Utilizing the existing
faculty, this could changeysections to be taught by each
faculty member for a given rank as well as freeing faculty for
cther assignments. Other chanves might be to increase average
section size or through pofticy decide to decrease unsatisfied

@

student demand.

An example of a change that is far rezrhing is to change the
caurse section aljocations among the faculty ranks from one
course level to anothar. Depending upon whether or not

total sections for course ievels are fixed, this change will
typi ally change the other paramctars (s tisfied/unsatisfied
demand, sections/faculty, average éecti;n size, rechavch an

service time).

30

-
O

LY

B N




As these examples illustrate, there are a host of posSSsi-

»
bilities that can be examined by chahging various parameters
and noting their impact on other parameters. In fact, such ,
parameters as Total Sections, Satisfied/Unsatisfied Demand,

and Sections per Faculty, can be viewed as targets that

~

the academic unit can plan to achieve or accomplish during
a specified period. The administrator should experiment

and examine alternative aliocations of faculty resources in

iterative fashion until an abpropriate set of targets for

the particular academic unit can be decided upon.

Procedures for Matching Individual Faculty to Specific Activities

Many academic units will need to plan faculty resources on an individual

basis. While this approach is the most time-consuming and compliex,

the result mav be a better matching between faculty capabilities and the unit's
function, and related activities. It is emphasized that using this set of
rrocedures coes not produce a tirm schedule of the courses faculty will teach

nor are specific teaching times addressed. The approach taken in this

cection is based on a technique that matches inaividual facuity capabilities

and preferences with the activities that the unit will conduct during a

specified planning oariod (Dyer, 1973). The infomation provided by the matching
process can be analyzed, and if the administrator desi-es to investigate

other possible uses or assianments of faculty, several nlanning parameters

can be changed and the resulting impacts examined.



&

NOTE: The "preference" is a measure that determines the strength of the link
between a faculty member and a course and is to be defined by the unit.

However, the measures are not necessarily the faculty's preferences but nmay

in fact reflect anhadministrative assessment (administrative preference) of

an individual's ability to teach a given course. Also, the measure could be
composed from several measures (facuity preference + administrative preference +
effectivencss factor) instead of a sing]e'measure. An example of a preference
scale can be found at the bottom of page 1 of sample Worksheet 3B on

page 79,

This set of procedures can be used with Vorksheets 3A, 3B, and 23D to
investigate in detail the alternative assignments of individual faculty
members. A completed sample of Worksheet 3D can be found orn the ne«t page

to heip with the use ¢ these procedures.

5TEP 15 Referring to llorksheet 3A, obtain and then record in column. (a)

of Worksheet 30 the courses to be matched with the faculty

and in column (b) of Morksheet 3D the number of required
course units of each course to be offered for the academic

year (AY). (0One course unit = one equivalent course section).
\
ISTFP 2 } For each course, distribute the academic year load (AY LOAD)
to the various academic terms (F = Fall, W = Winter, S = Spring)
according to the required and additional number of course
units to be offered each term. (The distribution inforination

can also be obtained from Worksheet 3A. For example, for
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History 100 in the Fall, 6 course units are required and
0 additional; for Winter, 4 course units are required and if
demand still needs to be met or faculty are available, 1
additional course unit might be offered, and so forth. (Note

that semesters can be used instead of quarters.)

STCP 35 From the set of completed Worksheets 3B containing information

about faculty plans and preferences, obtain and record the

following information on Worksheet 3D:

Obtain from section (c) of Worksheet 3B the academic year
faculty teaching load (FAC LOAD) of each member {expressed

in the number of course units that the member is expected

30. For example, Jane Door is required to teach 4 course

units during the year.

Tnhen, distribute each member's academic year teaching load

across each academic term and record in row (c) of Worksheet

30. For example, for Jare Door, 1 course unit in the Fall

(F), 2 in the Winter {4), and 1 in the Spring (S) quarter.

{Information about how the annual teaching load is distributed

can be obtained from section (c) of Worksheet 3B.)




NOTE: The workload unit to be used is a choice of the
administrator but typically will reflect the institution's

policy. The i1lustration uses "course units" where a course
unit is equal to the time and effort required to te2ch one
actual course section. Many institutinns specify semester

or quarter hours as the measure of workload.

STEP 4 S From the 1ist of courses each member is capable of teaching

(section (d) of Worksheet 3B), obtain the preference for

each course and record in the appropriate cell of Worksheet 3D.
For example, Professor Jane Door indicated a preference of 2
for teaching History 100 in the Fall, 0 for teaching in the
Hdinter, and 2 for the Spring. These preferences are indicated
for the corresponding courses on liorksheet 3D as shown by

the circled numbers { (}g) , (EZ) ,(::) ). If a faculty member
desires to teach multiple units of a course, an indicator

such as an asterisk could be marked in that cell to recall

that information.

STEP 6 The matching proccss can now begin. EFach match will be made

. by (1) taking a course to be offered in a given term, (2)

scanning that vow for the higher prefererces, (2) making a
tentative match between the highest preference and the course
by placing a mark, (4) checking certain indicators to ensure
that the specifications of sections and teaching loads have
not been violated, and finally (5) confivming the match. If

. a4 .
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desirab’e, alternative approaches to the matching process

are available. For example, the teaching loads of all full
professors can be matched first or all predetermined assign-

ments can be made first and the rest matched iteratively.
For example (see sample Worksheet 3D):

(1) Select a course to be offered in the Fall term (6

-

cnurse units of History 100 to be offered in the Fall).

(2) Scan the row corresponding to History 100 for the Fall
and identify the higher preferences expressed by faculty
membars. According\to the worksheet, Marr and Wong
have expressed the highest preferences for History 100.
Kowalski has indicated a preference of 0O, whiie Door has

indicated a 2.

{(3) Keeping in mind the number of course sections to be
offered for History 100 (6), matches can be made for
History 100 by placing a check () in the appropriate
cell for Door, Wong, and Marr. Typicaily, the adminis-
trator will know from past experience which faculty
memBers always teach a particular course and therefore

some matches may have been predetermined.




(4) Check the following indicators to ensure that specifi-

cations have not been exceeded.

Column Check: Check to ensure that the TERM LOAD
in row (c) for each faculty member has not been
exceeded. For example, Jane Door's TERM LOAD

for the fall is 1, that is, Door is required to
teach on2 course unit in the Fall. Therefore,

when making a match for Jane Door, check whether
her TERM LOAD indicated in row (c) has been |
satisfied. If it has not been, a match can be
confirmed and the (V) left as is. If it has, then,
the (¥} should be removed and other faculty members
capable of teachijng the course should be considered.
Record the number of confirmed matches in row (e)

TOTAL TERM LOAD.

Row Check: Check to ensure that the number of course
units to be offered for a course during each term is
not exceeded. For example, History 100 is required
to have € course units offered in the Fall. Upon
checking, only 3 matches have been identified so far.

Record this figure in column (g).




(5) Continue, in an iterative fashion, to match faculty
members and each course according to the preferences
or predetermined matches. As row and column checks are

made, adjustments and confirmations can be made.

STEP 65 Assuming that a tentative assignment pattern is obtained,

the following results of the matching process can now be N

. examined:

Rows (e) and (f): These rows can be examined relative to rows

(c) and (d) to determine which faculty members still can

-

accept additional load because their yearly or term 1oads
have not been met. Also determine which are carrying overloads.
(On the sample Worksheet 3D, Kowalski is available for two

more course units; 1 in the Winter and 1 in the Spring.)

columns (g) and (h): For each course for a given term, compare

the number of course units recorded in column (g) with the

number of course units recorded in column (c¢) to determine the
number of units that were either over or under matched per

term in column (h). As an example, the sample Yorksheet 30

shows that according to column (c), 6 units of History 100

were to be offered in the Fall. Comparing this with column

(q), which indicates that 3 course units have been matched, .

3 course units of History 100 for the Fall term still are

unstaffed as shown in column (h).
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STEP 7§

If desirable, the administrator can change parameters on

the worksheet to examine other possible assignments. For
example, one change is to modify the academic year teaching
Toad of specific individuals in order to staff more course
units. Obviously, this may necessitate changing the
individuals' term load; however; it may have an impact on

the individual's salary and also be contrary to institutional
or academic unit policy. Another example is to assign faculty
members available for more assignments to conduct more than
one unit of a course as another means to reduce the number

of unstaffed units of a particular course. Another example i3

\\QP shift or modify the number of course units to offer during

aﬁ? given term. The rumper and composition of faculty may

be changed also.

The administrator an experiment wich various changes until
an acceptable faculty assignment pattern is reached. The
particular change the administrator chooses to investigate
will depend upon whether the worksheet is being used for
short-term or long-term planning of faculty resources.
Obviously, changing the composition of faculty might be a
more long-term planning option. The following examples of
summary reports can be produced from Worksheet 3D to reflect

the results of a particular assignment pattern:




P A summary list of courses and course units each member

- is planned to teach, by term.

» A summary of the number of planned and additional

course units staffed and the number unstaffed,

P A summary of the planned and acditional faculty

workload (expressed in course units) assigned and the

faculty work]oa? still available. -

In short. the worksheet and procedures can assist the academic unit
administrator in planning the use of faculty resources. By varying vuch
parameters as tne number and composition of faculty, the courses and course
units to offer, the teaching load of faculty, and the "preference" for a

particular course, different patterns of faculty assigrments can be examined.

Potential Uses

There are several situations in which information provided by using Worisheets

3C and/or 3D and the procedures can be used to examine the use oY faculty
resources. One example is the use of tnese tools in the curriculum process
that involves the interaction of several factors as iliustrated in the

followina figure:




4

o\

FIGURE 7: CURRICULUM PLANNING PROCESS

Student Needs

Administrative
Guidelines

— P Curriculum Courses
s >

Faculty P]ann1ng' Offered

Specialties N

Budget
Constraints

To illustrate, assume that a new required course is to be adped to a

degree program. By matching available faculty specialties with the

current and propo?éd courses, the cﬁart can provide information that would
be useful in determining whether or not present faculty resources are
sufficient, in terms of number and skills, to staff the new course.

In addition, the worksheets can be used to investigate alternative staffing
patterns resulting from the matching of faculty to the courses of the

proposed curricuium.

Another example >f use is in ihvestigation of the effects of incremental
changes in the academic unit's budget. As an illustration, assume that
the budget has been decreased. There would be a need to examine the
possible tradeoffs, such as the mix of faculty and courses that could

be accommodated more appropriately with the funds_ available, the courses

that should be offered and those that might be dropped,/gng\:he impact on

-
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the unit*s fAculty specialties if the number of faculty must be decreased.

Through the‘ana]ysis~of matching courses to faculty, the worksheets can
assist in determining the most desirable changes or "moves" within the

constraints 6f the adjusted budget.

/S
-

A third example is to examine shifts of student demand, Assume that the
History-Department changes its program emphasis in such a way as to

require its students to take a new course Seéquéence offered in the Mathematics
Department. It is expected that this change will result in an increase in
the number of History students that take courses in Mathematics. The
worksheet can be used in this instance to analyze the faculty resources
required within the Mathematics Department to support the new influx of
students for its courses. The chart can aid in determining whether or not
sufficient faculty are available and if existing course assignments need

to be modified.

In summary, while the results from using the worksheets may not be the

final policies and decisions regarding the appropriate use of faculty
resources, they can serve as reference points from which to examine this

area and to identify alternatives and tradeoffs. Also, the assignment of
faculty resources to nonteaching functions was not explicitly nandled by

the worksheets. It is assumed that the proportion of time available for
instruction, research, and public service or other functions and activities
could be determined on an a priori basis and therefore the use of faculty

for instruction as reflected in Worksheets 3C and 3D already accounts for time

to conduct nonteaching functions.
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Fina?%§%§the use of Worksheet 3D can be very cumbersome for large departments.

However, the worksheet can be designed fbui]etin board form) to accommodate
the size of the academic unit; or perhaps, move appropriately, academic units
with 25 or more faculty may use the worksheet by natural divisions within

the academic unit (academic specialization), thus reducing the size of the

problem and making the use 6f the worksheet feasible again.

Furthermore, for those interested in computer software to facilitate the
faculty planning process, NCHEMS has developed a Faculty/Activity Matching
Model that can help to expadite the investigation of alternatives and
tradeoffs regarding the use of faculty resources. Although this model is
operational on the CDC 6400 computer facility at the University of Colorado,
it has not been generalized for widespread use. Those interested in this

model can make inaguiries to the authors of this document.
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MODULE 4

PLANNING FINANCIAL RESOURCES
( (4) FINANCE MODULE)

Introduction

In many instances, the funds provided directly to the academic units of
an institution are general instructional monies and research grants and
contracts. However, as the competition for funds increases, it
becomes more essential for the academic unit administrator to understand
clearly both the sources and uses of the current funds provided to the

unit. Knowing how funds are used and where they come from will help the

administrator manage and allocate funds for ca%rying out the current and

future functions (identified in Module 1).

The purpose of this module is to help the administrator determine the
availability and use of the unit's funds. This assistance is provided in
the form of a source/use format for organizing and analyzing information
about the flow of financial resources within the academic unit.

¢
Before proceeding, there are several considerations about ;Le planning and

management of financial resources at the academic unit leyel.

1. The financial resources provid er education institutions
are either restricted or unrestricted funds. In the case of

"restricied" funds, very specific instructions are given by the




donor concerning the way in which the institution may use the
funds. Therefore, institutions typically maintain records that
identify the source of all restricted funds in order to

report that the funds were indeed used for the purposes for

which they were given--there is little f]éxibi]ity in the way
reétricted funds can be used. On the‘oiher hand, "unrestricted"
funds have no donor stipulations regarding their use and therefore
are usua11j drawn upon to pay -for those activities %hat the

institution needs to carry out but fer which restricted funds have

not been provided.

A}

The bulk of funds received by the academic unit usually con;ists
of the institution's budgeted allocation for. the unit. These
institutionally budgeted funds are usually "designated" by the
institution's méh@gement for particular purposes. However, these
designations ofteglcan be changed if good and sufficient reasons

can be provided for doing so.

The sources of the insti£utiona11y budgeted funds provided to the
unit are not traceable from the unit's perspective and therefore
these funds should be considered as a single source pool (referred
to as "Institutional Budget for Unit X"). While the sources of the
institutional budget pool are not identifiable, these funds usually
are allocated to the unit's various accounts, which are closely
related to the intended use of the funds (Account 10025 = $350,000

for faculty salaries, Account 20017 = $5,000 for departmental

research).
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3. 1In addition to institutionally budgeted funds, units often receive
funds from sources external ‘to the institution. These monies are
often in the form of research grants obtained by individya] faculty

\

members and private gifts restricted to particular use by the unit.

AN

4. From the unit administrator's viewpoint, the funds provided to the
unit usually will pe accounted for in unit accounts. Whether the \
funds in an account are from such sources as government grants,
ﬁrivate gifts, or refunn on ﬁortfol{o investments, usually wil' be
apparent tc the administrator by the particular account in which

they are maintained.

Worksheets Provided

The worksheets provided in this module (shown on the next two pages) help
the administrator to plan and manage the financial resources available to

the unit. The worksheets are:

Worksheet 4A: Unit Accounts

This worksheet helps the administrator identify the "accounts" of

the unit, describe ménagement's flexibility relative ta the use of
funds in each account (restricted, designated, unrestricted), and K\
summarize the unit's total current operating funds in an organized
fashion. The unit may choose to establish its own managerial
prerogatives or even select another dimension such as "priority" to

describe the use of the funds in any particular account.

105 .
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Norksheet 4B: Uses of Funds

This worksheet enables the administrator to identify the particular
uses for which the current operating funds are being expended and to

plan for the future need for unit funding in a systematic manner.

The categories used in analyzing expenditures should be determined by the
academic unit. For example, one way to categorize expenditures is by the

functions conducted by the academic unit. Another categorization might be

by using the typical accounting line item categories of salaries, travel,
equipment, supplies, and services. For that matter, the unit may decide
to combine both functions and iine item categories or use another scheme.
In most cases, the institutional policy for the distribution of the funds
will dictate the category of use adopted by the unit. In this manual,

both uses by functional category and objects of expenditure category are

illustrated.

Procedures for Examining the Availability of Financial Resources (Sources

of Funds)

Thi¢ section consists of a set of procedures for examining the availability
8

of the unit's financial resources and helps in analyzing certain characteristics

of those funus.
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STEP 15

STEP 25

Using a blank fprm of Worksheet 4A, identify all of the
unit's accounts, including those representing institutionally
budgeted funds, and record each account code in column (a)

with the accompanying account name in column (b). The

.administrator should modify Worksheet 4A if necessary to

suit the unit's purposes. (A completed sample of Worksheet 4A

is shown on the next page.) ol

Determine the degree of flexibility-that the unit manager
has in expending funds from each account. Record these

degrees of flexibility in row (c).

.

Unrestricted funds are monies that the unit administrator

may use for any purpose deemed necessary. Included as
unrestricted funds are those monies that are institutionally
restricted but that are unrestricted from the unit's
perspective. For example, the donor may have stipulated to
the institution that the funds are for the particular unit's
use only but no other restrictions were placed on the funds.

Restricted funds are given to the institution, and in turn to

the unit, for a very specific purpose and must be used only

for that purpose. Designated funds are unrestricted‘funds

for which the institution's management stipulates a specific
use within the unit, thereby "restricting" them as far as the
unit's administration is concerned. However, the institutional

management may change the designation if necessary ard allow

m,
- 1dy




o
005 °s$ 000°€8L$ 000°¢<$ spung butjedadg juadun) (eior  (F)
000°¢ spung Rouebuzauo) 2iup $2000H
000°2 20bpng Auavaqr] $200TH
008 $ 2700 pIDYOTY $208dH
0008 Jooq auvp .
- Yoavasay JQf pung UDIUOSYI S SRLLMH
1 000°91 Buoy 137 - 309L0dd YOIVISIY $29L4H i
000°% uorgTpUnOg 192q AIDN SZELLH Iy
000°¢ $ pung Aupduoy ovpvy $8000H !
000°9 _ a2Y20 $20s01
000°0T . sooradeg pup sa37ddns 520501
000°S , quaudinbyg 830801
000°0S . $2340705 FIo3s $20801 o
- 000°0IT$ sa3am1 05 Ag7noDd $2010T
X 22un Jof 39bpng qvuU02IN32RSUT $20001
pPa319L43s3auf pajeubLsag pPa3121435S3Y . apo)
awep 3unoddy (q)
. S3unoddy 3sayl BuLsn uL A3LpLqLXajd 40 334b3g (9) 3unoddy  (®)
TSLEL 0§ 'OIRH :33e( !
. -\ sinnodov LN
9L6] DB OUUIPDOY spoL4dd butruued )

I 1dHYS- Y LITHSHHOM

Aruitoxt provided by Eic:

E\.

-




STEP 35

STEP 45

STEP 55

the funds to be used for some other purpose. The unit may
decide to choose a priority dimension (high priority,
medium priority, low priority) to describe the use of each

account instead of a flexibility dimension.

Assuming that the unit has identified a dimeasion in row

(c) of HWorksheet 4A, record the corresponding amount in

the appropriate column. ' ur example, on sample Worksheet 4A,
$110,000 of Account 101025 is designated for faculty salaries
from the Institutional Ri:dget and is recorded under the

A3

column labeled "Designated.

After all accounts are identified and the amounts distributed,
sum the totals and record in row (d) of Worksheet 4A.

These figures show the total funds available within each
category of managerial flexibility to support the unit's

functions.

If desirable, the administrator may choose to identify and
lump the accounts according to government grants, contract,
private gifts, endowment income, and so forth. If so, a
column can Le inserted in the left side of Worksheet 4A

to aggregate the accounts. Unless the worksheets are to be
used to communicate to decision makers external to the unit,
administrators will know the origin of the funds in each

account and will not need to Tist them.
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The infermation provided by Worksheet 4A indicates the funds

. available to the unit and their source (in account code).
/ -

A

I - .
Procedures for Examining the Uses or Assignments of the Unit's Funds

STEP 1 } Obtain from Worksheet 4A the information regarding the
¢

unit's agcount cers with related amounts and transcribe
them to a blank form of Worksheet 4B ih rows (a) and (b)
/ réspective]y'according to degree of maﬁégeria1 flexibility.
\(Examples of Worksheet 4B are shown on the next two pages. )
o . . ! i
\9T§5/2 Determine the categories to be used.in analyzing the uses

4

of tne units funds. (Sample 1 of- ﬁggksheet 4B illustrates

- uses by ﬁMngt1ona1 category, wh11e gamp]e 2 of Worksheet 4B

illustrates obJect of expend1tures categories.) List the

- selected/luse categories in column (c).

Al
2

STEP. R \. Distribute the amount expended from each account (or

- - 7

planhed for future eXpenditure) across the use categories

. ///?n the appropriate column. In the example, the- $7,000

> A _//' of Account HCO025 has been distributed to Public Service

as stipulated by the donor.

n
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STEP 45

STEP 55

STEP 65

_Totai (or Planned) Expenditures. In planning for future

After the funds from all accounts have been distributed,

sum the amounts for each account and recora in row (d),

expenditures, Total Expenditures in row (d) can be replaced

by "Planned Expenditures.”

For each amount in row (d), compare it with the corresponding
amount in row (b), to determine the amount of variagée
between the funds available in €ach account and the amount
the unit expended from the account (or for future planning,
the variance between planned expenditures and available

resources). Record the respective variance in row (e).

For future planning purposes, given the overall picture of

the planned uses'bf the unit's accounts, the administrator

may want to make tradeoffs among the uses until an acceptab)e o
spending pattern is obtained.

When the administrator is satisfied, recalculate the amounts

in the columns and update rows (d) and (e). In addition,

sum the total (or planned) expenditures for each of the

uses and record the total in column (f), Totals.

-~

The administrat - now has a current picture of the uses

(or planned uses) of the unit's funds. In the case of

planned uses, external or internal forces invariably will
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change some of the amounts and distributions- before the
unit even uses them. However, any adjustments can be

reflected and updated on Yorksheet 4B.

‘Potential Uses of the Financial Information

i .
Worksheet 4B (or a modified version) can be used to provide information for

add;essing several planning and management issues. One use is to reflect '
historical data about where funds were used. _For example, the administrator
might be interes}ed in analyzing how the funds of -each account were spent
dﬁ}ing the term just completed. Worksheet 4B can be used to record these
expenditures and provide information about the particular areas of use that
are of interest to the administrator.

Another usé is for prov}ding information for planning future periods. Take
the case of "soft money" (funds for which the existence and(amount are
relatively uncertain in the Tong run). A large portion of What would ordinarily
be classified as soft money is restricted-funds. The worksheets enable thé‘
user to trace the sources of soft money and to gain insight into the impactA
that a potential loss of soft money would have upon particular activities

of the unit. For example, federal research monies (restricted) are usually
considered "soft." Worksheet 4B can be used to examine the monies that are
sup:orting activities involving tenured faculty within the unit. By referring

back to Worksheet 4A, the particular accounts that would be impacted by

possible changes in soft money funding can be determined and such an awareness

would allow for contingency planning.




Fina1iy, Worksheet 4B can provide information useful for aiding the unit's
fund-raising efforts. It can show those areas where additional funds are
needed to carry out functions, that is, where "holes" in funding exist.

By communicating to prospective donors where funds are most needed and by
providing information on the sources of funding currently available (or
unavailable), donations might be channeled more effectively to those needs

that are most important to the unit.

L

Needless to say, there are other situations in which the worksheets in this
' madule can provide information useful to the administrator. The worksheets

-and procedures should be modified to meet the unit's needs for communication

and analyses.




MODULE 5

IDENTIFYING AND ASSESSING OUTCOMES
( @ OUTCOMES MODULE)

Introduction

In order to determine a unit’s intended“accomp1ishments or how well a unit
is operated, there is a growing need to specify goals and objectives for
the unit's functions and assess the success of their achievement. The
primary impetus for this awareness is that those administrators who are able

to identify and articﬁ]ate their unit's goals and objectives and to demonstrate
the effective use of resources in achieving goals and objectives may find

themselves in a better position to plan their functions in the future.

while most academicounit administrators recognize the importance of setting

goals and objectives and assessing how well they have been achieved, they

are cognizant also of tﬁe difficulties associated with these tasks. One

of the difficulties in this area is the sensitive and fundamental task of

translating goals and objectives into specific, quantifiable 0utcom°§ terms,

that is, identifying those measurable or observable outcomes (products,

events, conditions) that adequately reflect the goals and objectives of an

aacademictunit's functions. A related difficulty is that groups of constituents
and participants uéua]ly view outcomes from their own perspective: students
may value satisfaction with the course content, completion of a degree

program, o obtaining a job as outcomes of their efforts; faculty may be most

concerned with professional development cutcomes; and institutional planners
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may view outcomes in terms of the number of credit hours produced and the
amount of resources expended by the unit. Another major difficulty in
assessing goals and objectives is the lack of adequate methods for obtaining

>

and analyzing outcome and related data.

Obviously, the. identification and assessment of outcomes is not done in
isolation, for there are other information items’and processes that must be
considered. The type and level of activities to be carried on within a
function as well as the gquality and quantity of resources to be utilized

by an activity may influence or be influenced by the outcohes to, be attained.

This module provides a set of worksheets and procedures that are intended

as an initial step forward in helping administrators deal with the tasks of:
(1) translating broadly stated goals and objectives intq{§9ggifi; planned
outcomes terms, and (2) assessing the extent to which the planned outcomes
have been achieved. By using this module, it is anticipated that academic
unit administrators will be able to understand more definitively the inter-
relationships among the resources to be expended, the type and level of

operations to be conducted, and the outcomes to be achieved.

Worksheets Provided

The worksheets in this module are intended to help identify and articulate
. v

the planned outcomes ot a unit's functions and to assess the difference

between planned and actual outcomes. The worksheets (blank forms can be

found on the next two pages) are:
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Worksheet 5A: Planned Outcomes Identificaticn

This worksheet provides a format for organizing and displaying the
planned outcomes identified for a function. It serves as a means
by which members of an academic unit may "pool™ their judgments to

plan the outcomes of the function or group of similar functions.

Worksheet 5B: Outcomes Profile

This worksheet can be used‘;n assessing, the degree to which planned
outcomes for a function or group of similar functions (undergraduate
program, graduate program, all committee work, or the entire research
program) were achieved (based on criteria established by the unit).

It provides reference points from which the differences between planned

and actual outcomes can be analyzed.

Procedures for Translating Goals into Planned Outcomes

The major shortcoming of most stated goa’s is tnhat they are not in very’
specific or measurable terms. As a result, it is most difficult to identify
and determine the planned outcomes necessary to achieve those goals. The
procedures that follow are designed to assist in the task of translating
broad and generally stated goals into specific and measurable planned

outcomes.

STEP 1§ Identify the function and the goals for which planned out-

comes are to be identified.
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STEP 25

Determine which outcome variables* in the Inventory of
Higher Education Qutccme Variables and Measures (presented

in Appendix E) are representative of each goal statement.
For example, consider the following goal:

Goal: "To develop the growth potential of each student in

History 625."

Clearly, this statement does not offer much information about
the specific outcomes that should result from activities
implemented to attain it. Through the use of the Inventory,
however, the following "Student Growth and Development”
outcomes variables could be identified as reflecting the

meaning of the goal:

Goal: "To develop the growth potential of each student in

History 625."

General Knowledge

Outcome Knowledge in Specialized Fields

Variables

Application of Knowledge

Vocational Preparation

*fn outcome variable in the context of the Inventory is defined as some

entity or quality capable of assuming one of a number of quantitative

and qualitative values. For each outcome variable, the Inventory presents
a definition and/or pertinent description, and it suggests a list of
potential measures that can provide the appropriate data for assessing

the designated variables.

1%y




For each of the outcome variables identified, use the
Inventory again to select the outcome measures or indi-.
cators that will provide quaﬁtitatixe information
necessary for evaluating each outcome variable (a
sample of Horksheet 5A is shown on page 133).

If a representative outcome measure cannot be identified

in the Inventory, then substitute some oEﬁpr proxy

measure that can be determined by the acﬁdemic unit.

It is suggested that facd]ty and staff members associated
or familiar with each function help in making the
decisions about the outcome variables and measures that

are most appropriate for a particular goal.

As Figure 8 shows, a single goal statement typically will
be reflected in a number of different outcome variables

with several outcome measures associated with each.




STEP 45

FIGURE 8

 THE RELATIOHSHIPS AMD ‘G GOAL STATEMEWT,
OUTCOME VARIABLES, AND QUTCOME MEASURES

Goal
Statement
Outgme Qutcome Outcome
Variable Variable Variable
— OQutcome Measure F—— -
— Qutcome Measure —— -
|— Qutcome Measure b |
L Outcome Measure — L

Record the outcome variables and associated measures
identified for each function on a blank Yorksheet 5A and
submit it to staff committee or some other advisory
mechanism for review and aporoval. Some factors to be
considered in the review are the relevance of the varialles
and associated measures, and the reliability, validity,
cost, and ease of administration of the procedures for
obtaining the data necessary to derive each of the selected

outcome measures.

B3




-9bpaqcouy Fuvadlex a9311f VUD ‘Upged 930007
02 A272qt oy3 €081y ‘UOIIN]O8 D FUBLET AL

‘ . , 07 puv wepqoad v o3 abpzjaouy pezi1rioeds
suosavduoo 3822 X0 1vaduUeb Juvaalad 23v1ad 03 A3211qV YT
~280d snsasa -2ad Aq pouluialap SV 28INOD UP paULDL
obpajmouy Rpddp og Ra272qp U2 obuvyo quspngs abvasay-- 1877245 @bpajaowy fo uorzworlddy
* 102pnaisur Aq 388 $201302Lq0 88IN0Y _ i
pairfsiapvs aavy mﬂmwmxﬁm\xowxs 07 29absp buransnow ) m/
27D08 B UO 2I008 UDLFDN]DAD ~I0FONIZSUL 2bvIDAY~~ -obpajmowsy fo YIABP S, IUBPNZE
s ayr -Apnys o0z 830972 JuUBPNIS SYF YOLYM UL ~-
(LOFONILEUL PUD 88JN0D proaf avinorgard ayg ur sapdirougzad puv 83opf a8
Jfo uorgvnyvas uUspnys U0 pPasvq) 28aN0Y UL pouivb Jfo Burpuvgsaspun puv yun Agraviiuumf oy =
J abpajmouy Y2 U023o0f82308 fo vaabap buransvau _
. 27008 D U0 24008 pozaoded- yuspngs abvasay-- s2bpapmouy . paz1qv02ds - -
3
® =

] asanoo oYz buazalduoo ' .
squouganday’ aoygo woif saofvu fo obvrausoasg-- | *gansand ouuspvov fo puly puv 12as] a0 No23a0d
© upaurow pur ‘uUrpb *yoes8 oz A112qv oYg

' 281N00
oYz Buizaqduoo saolvu usugandsp fo abpausodag-- :uogvavdaay oLWBPVOY

S9J4NSea}y aWoIINQ . sa|qeLde) awed3ng -

9L6T 1124 tpotudd butuueld -
NOILYJIAILNIAI S3IWOJILNO QINNVId

GZ9 N&0382H .suotjoung

31dWYS-YS L13IHSHUOM

Aruitoxt provided by Eic:

E\.




Once the outcome variables and measures for each function
are confirmed, the different versions of Worksheet 5A

can be oraanized into an "outcome variables and measures
inventoryl“ In turn, this set of worksheets can be

used as a basisofor planning, managerent, and assessment
purposes. Furthermore, the worksheets can be used as a
vehicle for communicating the planned outcomes among

administrators, faculty, and other persons responsible for

or involved with the unit's functions.

' Procedures for Assessing Planned Versus Actual Outcomes

Once the outcome variables and measures are identified for each function,

it becomes possible to make some comparisons between planned and actual

outcomes. The following set of procedures used in conjunction with Worksheet

5B are intended to provide an initial step toward the assessment of

STEP 55
3
/
. outcomes. «
- STEP 15

STEP 2

Identify the function to be evaluated.

Using a blank Worksheet 5B, identify and record the cutcome
variables and their associated measures. The inventory

of dorRsheet SA developed with the previous set of procedures
can be used tc assist in this step. (Examples of completed

Worksheets SR are shown on the next two pages. Note that

Sample 2 illustrates a grouping of similar functions, the

History Graduate Program.)
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= | STEP 35

STEP 48

The next step is to identify the evaluation criteria or
the jevels of performance, that is, the "planned" outcome

against which the "actual" outcome can be compared.

Generally, three types of comparisons can be made. First,

an actual outcome can be compared to some “absolute" standard

or goal that has been set for the specific level or degree

of performance to be achieved. Such standards usually specify
the particular minimum and/or maximum levels of performance

+0 be achieved. It is possible also to use a historical

outcomes data base as a basis for comparison. Often it is

of interest to know how an activity has done relative to
its past performance. This means establishing a data base
that can be maintained and utilized for making evaluations
over designated periods of time. A third possibility

is to use the performance of comparable functions.

At the appropriate times, determine and record in column (b)
the actual outcome for each of the outcome measures. A
comparison.now can be made between the actual and planned
outcomes to detérmine the differences. Aétemﬁt to discover
the reasons for the differences if they appear to be

significant.




STEP 55 Calculate the Profile Score for each outcome measure by

dividing the amount in the Actual coiumn by the amount in

the Planned column [column (c) = column (b) = column (a)]

and record in column (c). The interpretation and use of the
profile score is left to the user. One use is to compare it
with a representative profile score. For example, on Sample 1
Worksheet 5B, a representative profile score for "the number
of department majors completing the course" may have been

.80. Thus, the .67 profile score that was actually attained
seems to indicate that the function did not fare as well as

expected (for whatever reasons) for that particular outcome.

Potential Uses of Outcomes Informaticn

To reiterate, information,about outcomes can be used in several ways. First,
outcomes information can be used in the goal-setting or objectives-setting
process of the unit. Needless to say, translating goals into planned

outcomes can bring a common understanding of what iS to be accomplished in

the unit and also may serve as a potential means to determine the effectiveness

with which a function is contributing to the educational process.

Second, 1n the process of identifying and assessing outcomes, the inter-
relationships amony the resources to be utilized, operations to be conducted,
and outcomes to be achieved could become more clarified. While causal
relationships are not evidént, attempts can be made intuitively to describe the
effects of different types and uses of resources and different types and levels
of activity upon planned outcomes, thus facilitating the investigation of

planning and management alternatives.
A Y




Finally, outcomes information can enhance communication about the unit's
scope and direction to interested constituents and to those whose support

the unit wants to retain.

In summary, this module represents only the beginning of NCHEMS's effort to
help academic unit administrators obtain a better understanding of the
outcomes of the educational process that occur within théir academic unit.
At NCHEMS, the Outcomes of Postsecondary Education project is continuing to
consider the whole spectrum of the characteristics, uses, and implications
of the outcoiies of institutions and their programs. Several related

documents have been or are being produced:

The Higher Education Qutcome Measures Identification Study (Micek and
Arney, 1974) summarizes the outcomes information needed by institutional

and state administrators for decision making.

An Inventory of Institutional Environmental Variables and Measuies

(Micek and Service, in draft form) looks at process and environmgnta]

measures influencing cutcomes.

An Introduction to the Identification and Use of Higher Education

Outcome Information, Technicsl Report #40 (Micek and Wallhaus, 1973)

includes a taxonomy of outcomes plus associated indicato?s and suggests
a preliminary strategy for using the taxonomy to translate general goals
into specific outcomes. An. overview and the inventory of outcomes and

potential indicators are provided in Appendix E of this Academic Unit

Planning Manual.
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Outcome Measures and Procedures Manual (Micek, Service, and Lee,

forthcoming in 1975) consists of procedures to obtain and use outcomes

information in the planning process.

A Structure for the Qutcomes of Postsecondary Education (Lenning,

forthcoming in 1975) describes a framework for organizing outcomes
information for purposes of retrieval, analysis, and communication

uses in planning and management.

A

B . '
Those interested in keeping abrezast of these developments should contact

the sta®¥ of the NCHEMS's Outcomes of Postsecondary Education project.




APPENDICES




APPENDIX A

i

CONTRIBUTIONS OF NCHEMS PRODUCTS 10 THE ACADEMIC UNIT PLANNING MANUAL

NCHEMS PRODUCT

CONTRIBUTION

An Introduction to the Identification and

Use of Higher Education Qutcome Infor-
mation  (Micek and Wallhaus, 1973)

Inventory of outcome variables
measures

Faculty Activity Analysis: Procedures
Manual (Manning and Romney, 1973)

Faculty activity categories

Higher Education Finance fanual (Field
Keview Edition) (Collier, 1974)

The source/use concept of the flow
of current operating funds

Higher Education Program Assessment
Profiles (Wallhaus and Micek, 1972)

Procedures .for assessing outcomes

_of institutional activities

Induced Course Lcad iatrix Generator:
Systems Documentation (Haight and
Manning, 1972)

Concepts of the Induced Course Load
Matrix and Instructional Worwn Load
Matrix

Program Classification Structurc: First
Edition (Gulko, 1972)

A program-oriented structure {o:
organizing institutional activities

Program Measures (Topping and Miyataki,

1973}

Information categories for
describing activities

Student Data Module Reference Manual
(Haight and Martin, forthcoming in 1975},

Concepts of contribution and
consumption information regarding
student enroliments.
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APPENDIX B

BRIEF DESCRIPTION OF
THE NCHEMS PROGRAM CLASSIFICATION STRUCTURE (GULKO, 1972)




NCHEMS PROGRAM CLASSIFICATION STRUCTURE*

The Program Classification Structure provides "a consistent means of

identifying and organizing the activities of higher education institutions

outcomes of various activities and organizes the activities according
to outcomes that are similar in primary intent. For example, Figure B.0

. .

indicates institutional programs and subprograms. A description of each _

program and subprogram follows: v

*The Program Classification Structure reflects revisions that have been adopted
and are being prepared for publication in Summer 1975.
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FIGURE B.1

PROGRAM CLASSIFICATION STRUCTURE NOMENCLATURE AND DESCRIPTIONS

CAMPUS

\ N\
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e 110202 20 xansax 5% Cic €c . 638230 xs xaxxxxex £
Archteciure 211 PROGRAM ELEMENT Facuity Records
Descriptions:

Campus-Highest level of aggregation.

Program-The collection of program elements serving a common set of objectives that reflect
the major institutional missfons and related support objectives.

Subprogram-An aggregation level that structures program categories into subsets of the major
missions of the institution.

Program Category-An aggregation of program elements that may be used to sum related program
elements across program lines.

Program Subcategory-A collection of homogeneous program elements comprising a subdivision of
a program category that classifies program elements relative to their academic discipline
or functional purpose.

Program Sector-Refers to a subgrouping of progr2m elaments within a subcategory, e.g., level of

itu. 58,

Program Element-The smallest unique collection of managed resources that are output producing
activities, f.e., a collection of resources, technologies, policies that through their
integrated operations, produce gcods or services that are of value to the organization
because they ccntribute to the achievement of an institutional objective.

‘
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1.0 Instruction Program

The instruction program consists of all formal educational activities. These
activities include both those in which a student engages to earn credit toward
a degree or certificate and those offered as community education for which

no credit is earned. The instruction program consists of the following four
subprograms : :

General Academic Instruction (subprogram 1.1) includes those instructional
program elements operating during the academic year (as defined by the
institution) that are part of a formal degree or certificate curriculum
and are managed by the regular academic departments as well as other
organizational units, e.g., a su%mer school diyjsieﬁ'o?‘ag extension
division. \ -~ S

e

Occupational and Vocational Instruction (subprogram 1.2) includes those
program elements established primarily to provide instruction in disci-
plines usually associated with HEGIS discipline categories 5000 through
5500. This subprogram is intended primarily for use by institutions
offering two-year (or less) degree/certificate programs for vocational
certification in the trades and paraprofessional areas.

Community Education (subprogram 1.3) includes those instructional program
elements that provide noncredit services, both on or off campus, which
may be taken by either matriculated students or members of the general
community. Any program elements that produce credit towa "4 the high
school diploma should be included in 1.4, Preparatory and Adult Basic
Education.

Preparatory and Adult Basic Education (subprogram 1.4) includes those
instructicnal program elenfents intended to give students the basic knowl-
edge and skills they need 1in preparation for formal academic course work
leading to a degree or certificate. Also includes program elements that
of fer courses required to fulfill a standard requirement, e.g., high
school completion prior to beginning work on a postsecondary degree or

~ certificate.

2.0 Organized Research Program

The organized research program comprises all research-related program elements
established within the institution under the terms of agreement with agencies
externai to the institution or separately budgeted and conducted with internal
funds. Organized research consists of the following two subprograms:

’“,//r’ 151
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Institutes and Research Centers (subprogram 2.1) contains all research-
related program elements that are part of a formal research organization.
Federally funded research centers should be excluded here and placed
under subprogram 7.2.

/

Individual or Project Research (subprogram 2.2) contains the research
program elements that are normally managed within the academic depart-
ments. This subprogram consists of the various research-related program
elements that have been created as a result of a contract, grant, or
specific allocation of institutional resources to conduct a study or
investigation of a specific scope.

3.0 Public Service Program

The public service program contains the program e' ~nts within the institution
that produce outcomes directed toward the benefit ¢ he community of
individuals residing within the geographic service area of the institution.
This program consists of the following four subprograsis:

Patient Services (subprogram 3.1) consists of those program elements that
benefit patients directly_through faculty phys1c1ans or indirectly

through consulting, 1aboratory, or other services usually rendered under
the auspices of a hcsgital or clinic. These program elements are intended
to serve the conmunity-at-large although students, faculty, and staff

also may derive benefits from those services.

-

Community Services (subprogram 3.2) are those program elements that
have been established to provide general community services, excluding
instructional activities. Community service is concerned with making
available to the public various resources and unique capabilities that
exist within the institution.

Cooperative Extension Services (subprogram 3.3) is a separate subprogram

to accommodate the program elements that are established as the result of
cooperative extension efforts between the institution and outside agencies,
e.g., agriculture extension, urban extension. This subprogram is

intended primarily for land grant colleges and universities. The distin-
guishing feature of program elements in subprogram 3.3 j®that the
programmatic and fiscal control is shared by the institution with one or
more governmental units. .

1

Public Broadcasting Services (subprogram 3.4) includes those program
elements associated with the operatioh and maintenance of broadcasting
services that primarily support the instruction program or represent
independent operations.




4.9 Academic Support Program

The academic support program contains those program elements that support
one primary program through retention, preservation, and display of materials
or provide services that directly assist the academic functions of the
institution. The academic support program consists of the following seven
subprograms. "

Libraries (subprogram 4.1) consists of all activities that directly
. support the operation of cataloged or otherwise classified collection
of published material. Program categories within the library subprogram
normaily will be separate library entities such as the law library,
the engineering library, etc. '

Museums and Galleries (subprogram 4.2) includes all program elements
established to provide services related to the collection, preservation,
and exhibition of historical materials, art objects, scientific displays,
etc. Other program elements that may exist for the purpose of
collection, preservation, and exhibition should be jncluded within this
subprogram, e.g., an arboretum. ‘ibraries are excluded.

Audiovisual Services (subprogram 4.3) is all program elements associated
with providing audio and/or visual materials or media services to support
the primary programs. Program elements are normally organizational

units established to provide audiovisual service to a particular sector
of the institution.

Computing Support (subprogram 4.4) contains those program elements that
have been established to provide computing support to the primary programs.
Excluded from this subprogram is administrative data procéssing, which

is included as part of the institutional support program (6.0).

Ancillary Support (subprogram 4.5) is program elements that provide
support services to tne primary programs and are not appropriately
classified within the previous subprograms. Such ancillary support
activities, when they exist, normally provide joint services to the
instruction, organized research, and public service programs. Examples
of ancillary support include teaching hospitals, demonstration schools,
and such special functions as a glass blowing shop.

Academic Administration (subprogram 4.6) contains the program elements that
provide administrative support and management direction for the primary
programs. The intent of this subprogram is to provide a well-defined
identification of the management function in the primary programs.

Course and Curriculum Development {cubprogram 4.7) is a subprogram
that identifies those program elements established to accomplish the
planning and developmental activities for future {i.e., subsequent to
the current budget period) program elements in the primary programs.
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Academic Personnel Development (subprogram 4.8) is a subprogram that
provides the faculty with opportunities for increasing their personal
and professional growth and development that evaluate and reward their
prcfessional performance. -

5.0 Student Service Program

The student service program comprises all program elements related to the
institution's student body, excluding the degree-related activities and
student records. Within the student service program are the following five
subprograms:

Student Service Administration (subprogram 5.1) contains those central
administrative program elements that serve the full range of student
support programs, e.g., Dean of Men, Dean of Student Personnel Services,
Dean of Women, Dean of Students. Administrative program elements that
relate to a single support program are excluded, e.g., the Director of
Residence Halls.

Sccial and Cultural Development (subprogram 5.2) is those program
elements that have been established to provide for the student's social
and cultural development outside of the degree curriculum.

Counseling and Career Guidance (subprogram 5.3) contains program elements
established to provide counseling services, career guidance, and placement
services for the student body. Excluded from this subprogram is informal
academic counseling provided by the faculty in relation to course
assignments.

Financial Aid Administration (subprogram 5.4) consists of program elements
established to provide financial aid services and assistance to students.

Student Auxiliary Services (subprogram 5.5) contains elements established
within the institution to provide convenience services to the student
body or services to special student groups. For many institutions, it
often will be difficult to discriminate between convenience services
provided for the benefit of students and those provided for faculty and
staff, e.g., a central cafeteria for both. In such instances, the
program eiement typically will be identified to the student support
subprogram unless the primary intent is clearly to provide services for
the faculty and staff.

Intercollegiate Athletics (subprogram 5.6) contains all prog#am elements
related to the participation of the institution in athletic aciivities

with other colleges and universities. The office and staff of the athletic
director would be included here.




6.0 Institutional Support Program

The institutional support progzam consists of those activities within the
institution that provide campuswide support to the other programs. These
program eTements have been classified into the following seven subprograms:

Executive Management (subprogram 6.1) consists of all central executive-
Tevel program elements and other program elements concerned with the
management and long-range planning of the entire institution, as con-
trasted to any one program within the institution. Included within

this subprogram are such central operations as legal services and
executive direction, which consists of the governing board, the chief
executive officer, and the senior executive officers (e.g., the vice-
president).

Fiscal Operations (subprogram 6.2) includes those central operations
related to Tiscal control, investments, and functional program elements
related to the fiscal operations of the institution. s

General Administrative Services (subprogram 6.3) includes program
elements that provide central administrative services to the institu-
tional support program (e.g., administrative data processing) and
functioral program -elements related to siudent records and staff
personnel. '

Logistical Services (subprogram 6.4) contains.program elements that
provide procurement services, supply and maintenance of provisions,

and the orderly movement of support materials for the campus operation.
Included within logistical services are central program elements

related to the environmental health and safety of the staff and students.

Physical Plant Operations (subprogram 6.5) are those program elements
establisned to provide services related to the campus grounds and
facilities.

Faculty and Staff Auxiliary Services (subprogram 6.6) includes the program
elements established to provide support services for the faculty and staff.

Public Relations and Development (subprogram 6.7) are those program
elements that have been established to maintain relationships with the
general community, the jnstitution's alumni, or other constituents, and
to conduct activities related to development and fund raising. Excluded
from this subprogram are the program elements established primarily

to provide public service to the community. .

Student Recruitment, Admissions, and Records (subprogram 6.8) consists of

those program elements related to the recruitment of new students, the
student admissions process, and the administraiion of student records.

For proprietary .institutions, this subprogram alsu includes all activities
related to sales operations, advertising, and marketing.
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7.0 Independent Operations Program

The independent operations program provides the capability to classify
those program elements that are independent of, or unrelated to, the
primary missions of the institution. The independent operations program
consists of two subprograms:

Institutional Operations (subprogram 7.1) are those program elements
that represent operations owned or controlled by the institution and
are foreign to, or independent of, the institution's mission: e.q.,
the operation of commercial rental property for income, a restaurant,
a bowling alley.

Qutside Agencies (subprogram 7.2) are those program elements that are
controlied or operated by outside agencies but are housed or otherwise
supported by the institution. An example would be the Western Interstate
Commission for Higher Education, which has its offices on the campus

of the University of Colorado.

8.0 Scholarships and Followships Program

The scholarships and fellowships program provides the capability to classify
and include funds awarded to graduate and undergraduate students. This
program consists of two programs:

Scholarships (subprogram 8.1) includes funds awarded to undergraduate
students as grants-in-aid, trainee stipends, tuition and fee waivers,
and prizes.

Fellowships (subprogram 8.2) includes funds for graduate students as
outright grants-in-aid and trainee stipends. Excluded are funds for
which services to the institution must be rendered, e.g., teaching
and research assistants.
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BRIEF DESCRIPTION OF PROGRAM MEASURES /
(Topping and Miyataki, 1973)




PROGRAM MEASURES

A program structuire alone is not sufficient to assist in the planning and ,
budgeting of academic unit activities w%thout knowing its contents.

Items of information are ;eeded to describe or te]]‘something about each

element within the structure. For example, just to know the name of

an instructional activity such as an undergraduate history course is not

enough. The contents of the course’must be identified: the number of
enrollments, the faculty member assigned to teach the course, the method

of teaching, the number of complieters, etc. The categories of information
describing each program element have been adépted from the NCHEMS Program

Measures document and are referred to as program measures.

The measures associated with a program element are identified in Figure C,0.

and described below:

FIGURE C.0: MEASURES ASSOCIATED WITH A PROGRAM ELEMENT

PROGRAM Target and Beneficiary | Resource Activity Financial Outcaoiie
ELEMENT Group Measures Measures Measures Measures Measures

Target and Beneficiary Group Measures identify and quantitatively describe the

people or groups of people to be served by and/or who will benefit directly

or indirectly from either the activities or outcomes of a program element




&

during a stated time period. Those to be served are known as target grouﬁg

and those who will benefit are called beneficiary groups.

Resource Measures quantitatively express the physical and human resources

to be utilized within a program element during a stated time period. \
Physical resource measures pertain to facilities, equipment, supplies,

and services, while human resource measures refer to faculty and staff.

Activity Measures quantitatively express the level and type of operations

to be carried on within a program element during a stated time peviod.

These measures help to describe the process of a program element.

Financial Measures quantitatively express in dollar amounts the source
of funds and expenditures for physical and human resources to be spent
at a specific level of activity within a program element during a stated

time period.

Qutcome Measures quantitatively express the outcomes achieved or the

products to be generated by the activities of a program element during
a stated time period. These measures also enable the administrator to

evaluate the degree to which the outcomes met the objectives of the program

element. What did the money buy?




Each of these program measure categories is called a group. The parti-
cipant measures, resource measures, and financial measures groups are
broken down into subgroups. For example, the resource measures group
consists of facilities, edquipment, and supplies and services subgroups.
Each of these subgroups consists of the specific categories that can be
used to describe or measure a particular aspect of each program element.
The activity or outcomes measures groups are not subdivided into subgroups;
instead, the categories are g;;uped irto an inventory from which they can

be individually selected to describe“each program element. Figure C.]

illustrates the nomenclature or framework of program measures.

16h4 v




“weaboadqns Sod Yyoea 404 paqiadsap A(3anbiun
aue sdnoub 4noj 3say3l 404 S403dLudsdp Yyl :3ION

S3ILAUSS

g sai|ddnS O

s94n} juawdinbly °)
-1puadx3 ‘g| [sal3LiLldel °g

SanuaAgy 'yl | 1auuosuad Y

(dnoabgns)
SOJUNS2IY Saansesy | | .
$34NSeIY S2UNS LAY dnodg dnodg $9ANSe3IW S2JANSRIY. -
awod3NQ K3 LALIDY 39bae) AaeLdoLjauag| | (etoueuLy 324Nn0SAY Aw
1A A Al “111 11 "1 o
I S S e
X X 3

—~——
sauanseay weabouad

30
39S

ept:]
sweuabouadqng
weabouq ¢°6°3

*i3A37 SId

SIYNSYIW WYEI0Ud 30 XYOMIWWVYS TWUINID

n

D10 24nbLy .

IC

IText Providad by ERIC.




APPENDIX D
INSTRUCTIONS FOR COMPLETING
WORKSHEET 3B: FACULTY PLANNING FORM
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instructions for Completing Worksheet 3B: Faculty Planning Form

(a) Faculty Data: Complete this block by filling in your name, identifiers
that describe scme key characteristics about yourself, and the academic
year for which the information is being obtained. (Can be filled in

by the administrator before being sent to each faculty member.)

(b) Overall Comments Regarding Plans for the Next 2-3 Years: In a
brief paragraph, give a general indication of your major plans that

would influence your workload in the next 2-3 years.

(c) Faculty Workload: This block is used to indicate your workload
requirements for the academic year and each term. (The unit should
determine whether the course units will be reflected in equivalent
course sections, clock-hours, contact hours, or whatever measure the

institution uses for workload assignments.)

(d) A.7 Scheduled Teaching: The information to be completed in this

section refers to the teaching workload.

List Those Courses You Can and Would Like to Teach: In this column,
indicate which courses you are capab]é of teaching. The guidelines
within which your 1list is drawn should be established by your unit.
For'examp1e, you may have a free choice, you may select from a prede-
termined 1ist indicating some "core" subjects that you are required to

teach, or the 1ist might be drawn by the adminictrator as a first step.
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WORKSHEET 3B-SAMPLE

(a)

Name

Jane boor

Faculty Planning Form*

Rank

Pro fessor

Teaching FTE (1.0 = Full-Time)

.33

Page 1 of 2

Department #istory
Planning Period Academic Ycar 1875-76

Salary (Optional)

(b) Overall Comments Regarding Plans for the Next 2-3 Years:

I cxpeet to rolinguish the department head's position in academic year
1376-77 and reswe a more active role in research and teaching.

(c)

Faculty VYorkload

ncademic Year Fall Hinter Spring
P 7 of ' of
1 of Cuurse 7 of i of Cyurse * os ¢ of Course . { of Course s itie
Units You Rddrtronal Units You héditrona) Units You C’\-::’ é‘ﬁna: Units ‘ou [ troral
Eapect to Cour . inits fxpect to Course Un ts Expoct to ctirse Unmits Expect 10 Cornn ity
Conducts < You 3y Condct e You Fay Conduct s+ You May Condc te- M
Conduct Conduet oncuct Conduct Conduct uc Conduct
4 0 1 0 2 0 1 0
(d) A.1 Scheduled Teaching
List Those Fall Hinter Spring
Courses You Can |
and Jould . of or vorc vof |
. ¢ of Course| . Y ¥ of Gourse . of Course ade X
Like to Teach U:Hsmv‘;u c;":’;;‘?:::( Freferences®s | Units You cg;?':'ﬁ:‘:l Preferencesss U":;stgu Cr\gvj"‘cul(j:‘::s Frererencesss
1 N e would Like " 5 wou e S
Dept. | N ‘:oucgntﬁ”ci Yoy Bay to Conduct You *y to Conduct Yor Fay
Prefix! 0 ° ‘ Lenduct Conduct Conduct
——
. . o o
Hist 100 J 1 2 0 0 0 0 1 3
Hist ! 410 ] g 3 1 0 3 0 0 3
iist | 570 0 ] 3 0 I 3 0 ] 3
Hist | 626 0 J ) 0 0 0 1 0 5
|
]
|
|
|
1

*Adapted from Faculty Activity Analysis: Procedures Manual (Manning and Romney, 19/3)

**Coyrse Units - to be defined bv the administrator.
refer to "Course Section."

the data

***Draference Scale:

Q
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- would only teach if no one else is available
- would not like to teach
- indifferent

would like to teach
- would stronqly like to tea
- would most like to teadhd

For illustration purposes,




o ‘ &
e
WORKSHEET 3B-SAMPLE Page 2 of 2
. (q) Cstirated Average Weerly lor 1aad*™
(e) é‘t””y (f) Activity Description*
ategory Term 1 Term 2 Term 3
- Thesis Cormittre Participation 1.0 1.0 1.5
A.2 Unscheduled
Teaching
Course Scheduling and Academic
A.3 Acedemic =
Program Planning Consultations 3.0 2.0 2.5
Advising
A.4 Course and ‘Developlnq Dept. Curriculum Requir&ﬂonts 1.5 1.0 2.0
Curviculum -
Res. & Dev.
Section 8, Research, Scholarship, and Creative llork Activities
. Administering Pesearch Grants 5 .5 1.0
8.1 Specific - S hn o
Projects Departmental Research .5 . .5 .5
8.2 General Cffycer 1n a Profescicnal Soc-ety .25 .25 .-
Schotarship —
- and Reading Professional Journals 2.0 3.0 10
Professional
Develcpment
Section C. Internai Service Activities
Prepar ing Recorrendations 25 .25 .5
C.1 Stusent- -
Oriented Sponsoring Student Organizations 2.0 2.0 2.0
Scervice -
Departnent Adminisiration 25.0 20.0 %N
C.2 Admimystra- Pecruiting facuity .5 1.0 20
tive Duties ———
Prepering Cudnets 2.0 2.0 .0
Faculty Councii 1.0 1.0 10
C.3 Corintiece Drpartmental Meetinns 20 20 20
Partictpation o v e JEOS SN SR SE— —_ e ]
Joint Sudget Committee 1.0 1.5 30
Facrivty Pleaning (cmmission j 15 1.0 [
1 R - — o ——
Section D Publyc Service Activaties
. Community Relations 3.0 30 30
General Profes- Conrulting .- 20 -
Y sional Seryiyss — -~ ———
Directed
OuTSIDE the - - B e e e B
Institutyon 1
Sectron £ Tersnacal Se-sices Sctivities
Terhrical I
Manace ert T el B B e T
and Sy pmt l i
TRVGrane Ve 1y RIS T T T T, T _—.; o 1% 7_>b—~—-—-
(n) [»Addx‘t)oy‘_:_’o«j_(n hing Activiteoes ____l ____‘" _o__ .-,,Li .9._ ____l._“‘ _J

tThese descriptinng should b expresstd an tered familiar to the acade vc umit rembiers

*ofxprrysed in averane werdly clock-hours for 11lustration parrnses, Ta acaderac untt shagld deter e tie
£easure tH use
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# of Course Units You Would Like to Conduct: In these columns,
record the number of units' of each course you would like to teach
N
~for each term. This column cOuld be used also to reflect the number

of course units you are expected to tquh.

-

N

# of Additional'Course Units You May Conduct: In these columns, for
each term, indicate the number of additional units of each course

you would be willing to conduct jf a faculty member is needed to

teach that course and you have the capability.

-
-~

Prefurence: Through this measurel express the strength.of your Tink
with each couése. (This measure need not be faculty preference but
in fact might be determined through'administrative means of assessing
# . each member's ability to teach the-course.) .
(e) Activity Category: Fill in the categorical identification of the
activity, (This will usually be preprinted or. the form.)
. o
(f) Activity Description: For each Activity Category, fill in a
description of each activity in which you will be involved. Examples
of activities in each Activity Category are:

‘\a

.

fes
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A.2 Unswchedited teaching  Feachine not associated with the speaific courses hsted n A 1 Fot examgle

Thesis comnutiee parhicipation

Thesis advising

Guest ecluning 1n anolher facully member & course

Giving seminaty within the institution

* Phiscussions with colleagues aboiil teaching

A3 Academic Program Advising  Giving advicz 1o students concerming counse scheduling and academic programs Not to be confused

with counseling that 1s included 1n C 1

A.4 Courw and Curniculum Research and Development Developing and prepaning for Julure courver For example

Prepaning courss outhines
Developing book lists

Evaluating coursen

SECTION S, RESEARCH, $C HO}ARSNU‘
B.1 Spcnl.u l’m,tclx’ Rescarch, s¢holarship
Departmental reseasch

Spunsored rescarch

Writing or devcloping it
research proposals

Pecforming your
profzsuonal shilt

Revewing o1 colleague's
research work

Developing depaniment
curnculum requirements

Devining new tnsirucitonal materialy

Revising existing materials
Fvaluating teaching elfecuveness

I tereasion
Planning summer Or intenc and phinning changes

programs

AN{) CRIATIVE WORK ACTIVITIES

and crcative work actovily redted (o a spesifhic project For exampie
Guving recstaly Waung reviews .
Aot ining an artistic Creating new art forms

Exhibitions
Wanting articies

Adm, - *tsang reseasch

Your disertanon research

Wriing books

grants

B.2 General Scholatship and Professional Davelopmient Al research. scholuiship, and creative work activilies related 10 keeping cuf-
rent an . professional ficld For example

Fzading articles and Offscer in 4 profcssionsl Altending semimars Ednors of a journat
books selated 1o your society

- " Al
profession Reserch-related discussion

Attending professional with colleagues

mectings

-
SECTION C: INTERNAL ST R\'I(l\ ACHVEITHS
Thiv seciion nyludes actiwities feldded 1o peneral contadd with students 10 professonil sespansibuliics within othes organizavonal

units within the nstitntion nd 1o futtahng instiiional requests

C.1 Student onented Servine  For caample

Personal carcer and
finncial counsehing

frcparning recommend thons
Prniopation i social

neracion

C.2 Adnunistsitne Duies | or example

Petlvinuny the dunes of a

dep oment churman dean,
vive presulent nr any viher

adpiimste v e posthon

Adimmistenng penvonne!
pohaies

Caonching intramaural or
intefcotls praie nthiehcs

Recnnting sindents

Sponsorning student ofpanizalions
Diectgns the hand orchestra,
stident piays debate team or
ny other stadent group

Mecting with parents

Atlenming studert recitals

P

b osully <ervice seporis and Assgpming fwnlly cocre londs  Facorling visinrs
quesiinprnres '

Prepanng bifgets Recruning faculty

Keeping recordy

G dhening daia Advising ao hhrary purchases

frepanng minulics

Helping duning registralion Recrmting students

W ring and answenin
* ! s tnterviewing candidales for

nicInorand;
cimoranda facully positions

C.3 Commutiee Pachicipatinre § or example

Admmnsion comimittees

Peparimental meetings

SECTION D: PUBEIC SERVICE ACEEVE

This wectton ingledes activitics that
fextension instencimn ) which should

Gence | alossiond Services Advice
s oonshtnhion | s examplk
- ~C onsubng

Advie wn
h

L
«* Profession iy perfornung
as 0 phiys ofchestias

¥t aculty wnate Burtget commitices

Planmng commuttees

HES

tednouted omside the anstitunien fexcept (o1 those assocted with communi(y educadon
e ondnded 10 A}

Ducoed Outade the esatimmn Avisalics mont 10 benchit the comimnnity nutside the

‘

Coumainity traiming prams Agncuting i catension

Patient care Urban extension

Lectutes or ceminars far _

the public ~ v I
o5 Lluo




SECTION E:  TECHNICAL SERVICES ACTIVITIES
This section 1ncludes activities related to the technical services provided
by a department to supports the instructional, -~czarch, and public service

programs of the institution.

Technical Management and Support: Ffor example:

Closed-Circuit TV Maintenance of {nstructional
programming and monitoring equipment
* Managing the institution's Publishing fnstitutional newspapé}

| radio statyon

Managing the technical
subport staff

(g) Estimated Average Weckly Workload: For each of the activities you
will be involved with, estimate the average weekly hours you think

you will spend in that activity for each academic term,

(h) Average Weekly Workload in Addition to Teaching Activities: Sum
the Estimated Average Weekly Workload for each term to get an
indication of the total average weekly hours you might spend in

nonteaching activities during a particular academic term.
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APPENDIX E

INVENTORY OF HIGHER EDUCATION OUTCOME VARIABLES AND MEASURES

[Extracted frém Micek and Wailhaus, 1973]

J
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THE INVENTORY OF HIGHER EDUCATION

OUTCOME VARIABLES AND MEASURES: AN OVERVIEMW

The Outcomes of Higher Education project of the National Center for Higher

s

Education Magagement Systems at WICHE hopes to make significant contributions
tc solving the prcblems associated with identifying and using outcome infor-
mation in planning and management. NCHEMS's first effort has been &n attempt
to develop an inventory of possible outcome variables with suggestigns for

~

their measurement. The sections that follow describe the irventory and its

-

use.

Development .of the Inventory

One major problem associated with incorporating the outcomes of higher
education into planning and decision making processes has been the lack of

a “common outcomes language" necessary for communicating and understanding

the cutcomes and benefits of higher educatién programs. To some degree

this situation parallels the difficulties biologists faced prior to the
development of Linnaeus's taxonomy, which pfovided a common language or
inventory for identifying and categorizing the various hierarchies of

1iving organisms. Once the taxonomy was completed, however, biologists

were in a better position to identify, measure, and analyze the cparacteristics
and changes of the various species. Consequently, their knowledge about

plant and animal organisms increased, and their conmunication about these

organisms with other scientists improved.




Similarly, higher education has difficulty communicating about benefits or
results. Barriers are encountered when attempts are made to translate

goal statements into terms of ﬁrogram outcomes, and program comparisong

are thwarted because structures, definitions, and measures are lacking. While
developing a communication base for higher education outcomes is by no means

a total or final solution, it is a necessary step. Recognition of the
potential benefits of such a communi cation base has led NCHEMS to develop

the Inventory of Higher Education Outcome Variables and Measures. This

inventory lists and describes various outcomes of higher education and

suggests potential measures Or proxy measures of those outcomes.*

Basic to the inventory are two criteria. The first criterion is that the
inventories must be of service to as many kinds and levels of planners:
and decision makers in higher education as possible. For example, they e

should aid students and parents in making better decisions about which

*NCHEMS also has developed an Inventory of Institutional Environment
variables and Measures that includes various combinations of resource measures,
financial measures, activity measures, and target and beneficiary group meas-
ures. The development of this inventory recognizes that institutions do
design programs and allocate resources to produce certain important environ-
mental outcomes. For example, institutions of higher education create pro-
grams and allocate resources to develop certain types of facilities that will
promote a unique intellectual and/or social atmosphere. Vhile the creation
of this unique atmosphere may be a desired outcome, it is pursued with the
belief that it will eventually contribute to better student learning, better.
research, or better service for the students and the community in general. In
addition. environmental measures can be used as meaningful proxies for out-
comes, if the outcomes cannot be measured directly. For example, the number of
library volumes acquired per student may serve as a proxy measure of student
growth and development.

For your information, drafts of this inventory are available on request.

+




institutions and programns will provide the most meaningful and appropriéte
educational experiences. They should help institutional administrators and
pifogram managers account'for the educational resources allocated and utilized
in terms of the outcomes and benefits produced and the goals attained; Finally,
they should provide legislators and statewide coordinating agencies with a
better understanding of the intended as well as the unintended consequences of
higher education.

The second criterion emp]oyéd in developing the inventory is that it must
provide a relatively complete characterization of an institution's programs.
The variables listed in the outcomes inventory should include not only
academic and instructional outcomes, but research and community service out-

comes as well,

The inventory has been developed to include comprehensive lists of the
outcome variables related tc higher education programs and institutions.

For the purpose of clarification, a variable in the context of the inventory
is defined as some entity or quality capable of assuming one of a number of
gquantitative or qualitative values. For each outcome variable the

inventory presents a definition or pertinent description, and it sugaests

a list of potential measures that can provide the appropriate evidence or

necessary data for assessing the designated variables.

The current outcomes inventory incarporates reactions and suggestions from
many individuals concerned with higher education. The following major

categories define the structure of the inventory.
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Section 1.0: Student Growth and Development Outcome Variables
1.1.0: Know]edQe and Skills Development

1.2.0: Social Development

1.3.0: Personal Development

1.4.0: Career Development
Section 2.0: Development of New Knowledge and Art Forms Qutcome Variables
Section 3.0: Community Development and Service Outcome Variables

3.1.0: Community Development

2.2.0: Community Service

3.3.0: Longer Term Community Effects

Characteristics of the Inventory

The outcomes inventory can be further described by identifying certain key

characteristics and lTimitations.

Comprehensiveness: While every attempt has been made to develop

. a comprehensive list of variables, it is highly probable that
certain important outcome variables have been overlooked. Or,
more likely, in certain cases the descriptions may be interpreted

to exclude elements they are intended to encompass.
It is recognized also that different individuals, institutions,

and agencies will establish different subsets of the variablies

they view as relevant. Such lists undoubtedly will eliminate
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certain variables, which will simply emphasize the fact that
different individuals, institutions, and agencies have unique

sets of objectives.

Disaggregation: If an attempt is made to map the inventory

onto an institution's program structure, it may become apparent
that incongruities exist at different levels of aggregation. For
example, it is very difficult to associate many of the outcome
variables, particularly those in the area of student values and
attitudes, with any program classification below the entire campus
except on a very arbitrary basis. A major reason for this aggrega-
tion problem is that higher education programs often produce joint
outcomes. For exampie, a program in poiitical science potentially
affects students in terms of their "political" values and attitudes.
Similarly, a program in history and sociology 11so can affect
"political" values and attitudes. Consequently, attributing any
change in students' "political" values and attitudes to a particular

program or course is extremely difficult.

Redundancy: While developing a 1ist of mutually exclusive outcoﬁé\
variables has been a key concern in the development of the
inventory, the overlaps between variables in the inventory have

not been entirely eiiminaged. For example, student values and

attitudes toward "change and stability" are likely to intersect

with "pclitical" values and attitudes. Similarly, "vocational




preparation" characteristically intersects with "general

knowledge" and "communication skills."
)

Neutral Scale: The variables' definitions and descriptions

are not intended to connote value judgments. Efforts have

been made to eliminate the use of such value-laden terms as
"increase,"” "gain," and "benefit." Each user of the inventory

is expected to view the variable descriptions as a neutral scale,
to which he can attach his own unique values in terms of his pre-
ferred~eva1uation standards or his desired levels of performance.
For example, one institution may want to increase the importance
its students a:}ach to "socioeconomic aspirations," while

another institution may desire to decrease the degree of emphasis
placed on this variable. It is recogrized that an implied

value judgment is built into the inventory by virtue of the

level of aggregation utilized. That is, since "communication
skills" is {}sted and “"mathematical skills" is not, the unintended
implication may be that communication is more important than
mathematics. However, every attempt has been made to maintain

a consistent level of aggregation throughout the inventory.

Measures: Developing a comprehensive 1ist of outcome measures
is a large-scale task, and it should be clear that the suggested
measures are not all-inclusive and, for that matter, they may

not be the best available. Thus, each user of the Inventory

<.
s s
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should strive to identif& or develop additional measures or proxy
measures to gain as much information as possible about the outcome
variables he is interested in assessing. The criteria for suggest-
ing measures are based on judgments of their significance and
practicality, primarily relative to data availability. Studies

to determine the relationships between measures and their value,

practicality, and interpretation remain to be accomplished.
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OUTLINE OF THE INVENTORY OF
HIGHER EDUCATIOWN OUTCOME VARIABLES AND MEASURES

1.0 Student Growth and Development
1.1.0 Knowledge and Skills Development

1.1.1.00 Knowledge Development
1.1.1.01 General Knowledge
1.1.1.02 Specialized Knowledge

1.1.2.00 Skills Development
1.1.2.01 Application and Knowledge Skills__
1.1.2.02 Critical Thinking and Reasoning Skills
1.1.2.03 Creativity Skills
1.1.2.04 Communication Skills
1.1.2.05 Motor Skills

1.1.3.00 Knowledge and Skills Attitjaes, Values, and Beliefs

1.1.3.01 Intellectual Disposition

1.2.0 Social Development

1.2.1.00 Social Skills
1.2.1.01 Interpersonal Participation
1.2.1.02 Leadership
1.2.1.03 Citizenship

1.2.2.00 Social Attitudes, Values and Beliefs
1.2.2.01 Political
1.2.2.92 Racial/Ethnic
1.2.2.03 Personal Ethics

.
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1.2.2.04 Social Censcience

1.2:2.05 Socioeconomig Aspirations

1.2.2.06 Cultural Interest

1.3.0 Persopa] Development
1.3.1.00 Student Health
1.3.1.01 Physical Health
1.3.1.02 Mental Health

1.3.2.00 Student Personal Attitudes, Values, and Beliefs

1.3.2.01 Religious and Spiritual

1.3.2.02 Change/Staquity
1.3.2.03 Self-Concept

1.4.0 Career Development

1.4.1.00 Career Preparatipn
1.4.1.01 Academic Preparation
1.4.1.02 Vocational Preparation

1.4.2.00 Career Attitudes, Values, and Beliefs
1.4.2.01 Achievement Orientation
1.4.2.92 Educational Aspirations
1.4.2.03 Educational Satisfaction

1.4.2.04 Vocational Aspirations




-~ 2.0 Development of New Knowledge and Art Forms
2.0.0.01 Discovery of New Knowledge
2.0.0.02 Interpretation and Application of New Knowledge

2.0.0.03 Reorganization of New Knowledge ¥

3.0 Community Development and Service

©

3.1.0 Community Development

\J

3.1.0.01 Community Educational Development

3.1.0.02 Facu]ty/S%aff Educational Development v

3.2.0 <90mmunity Service
3.2.0.01 Extension Services

3.2.0.02 Personal Services

(O8]

.2.0.03 Extramural Cultural and Recreational Services -

w

.2.0.04 Financial Impact on the Communijty

3.2.0 Lorjer Term Community Effects

3.3.0.01 Social Impact

3.3.0.02 Economic Impact
V4

e
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i OUTCOME VARIABLES

- - ~

POTENTIAL MEASURLS

1.0 Student Growth and Development

1.1.0 Knowledge and Ski1lls Development

1.1.1,00 Knowledge Development

1.1,1.01 General Knowledge

The familiarity with and understanding of
facts and principles across Several broad
fields. The student's breadth of knowledge.

AN
Many of the rmeasures tisted in 1.4.0
Career Development may also, apply in 1,1.0, ¥

Note

1.1.1.01 General Knowledge Measures

- Average student score on those items from
tests (e.g., CLEP - General £xam; SAT Area _
Exam) that measure breadth of knowledae.*

~ Average student change in breadth of knowledge
as determned by comparing entering general .
knowledge test scores to subseguent

test scores (e.g., on CLEP, the GRE,

or SAT Area txams) after ' years.

Average student-reported score on a scale
measuring degree of satisfaction with breadth "
of knowledge (based on a student suivey).

.
, B
N " -

*Standardized measures are referenced at the end of this inventory.

QUTCOME VARIABLES

POTENTIAL MEASURES

1.1.1.02 Specialized Knowledge

The fami 1arity with and understancing of:
facts and principles in the particular fields
n which the student elects to Study. The
student’s depth of knowledge.

1.1.1.02 Specralized Krowledge Measures

Average student score on those 1tems frogm tests
{e.q., CLEP Subject Exams, or GRE Argd Examsy_that
measure depth of knowledge in spec;ﬁ fieics o
study.

Average student change in depth of knowledge by
discipline area as detersined by corparing entering
specialized knowledge test scereS to subsequent
test scores (e.g., on CLEP Subject Exars or

GRE Area Exams) after ____ years.

turber of graduates accepting employment n their
major field of study as a percentage of total
graduates 1n that field.

Nurber of students passing certification or
l1censing exams (e.g., bar exam, CPA) on first
attenpt as a percentage of all students taking
the exam.

Average student-reported score on scale measuring the
degree of satisfacticn with their knowiedge gain in
specialized fields of study {based on a student
survey).

-

Numder of graduates accepted for study n post-
baccalaureate degree programs as a percentege"'of
those ap‘plying. .

1
\
‘\

.~
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OUTCOME VARIABLES

N
»

. POTENTIAL MEASURES

1.1.2.00 Skill Development

7.1.2.01 Application of Knowledge Skills

The ability to relate relevant general or
specialized knowledge $0 a problem and to
implement a solution,- Also, the ability to
jocate, retain, and filter relevant kr‘xowledge.

.

1.1.2.02 Critical’ Thinking and Reasoning Skills

The ability to formulate and analyze problems,
and to employ rational processes to achieve
increased understanding {e.g., the recognition
of biased points of view in a speech or a book;
the n;cogni tion of cause-and-effect relation-
ships}.

4
¢

—

p—

.1.2.01 Apphication of Knowledge Sk1lis Measures

Average student score on those iters from tests -~
(e.q., CLEP Subject fxams, GRE or SAT Area Exams,
or the OPl-Thinking Introversion Scale) that
measure ability to apply general or specialized
knowledge.

Average student change in ability to apply
knowledge as determined by comparing entering
ability test scures to subsequcot test

scores (e.g., on CLEP Subject Exams, the GRE or
SAT Area Exams) after ____ years.

Average student and/or former student-reported
score on a scaie measuring degree of satisfaction
?’th their ability to apply what, ‘Hey kmow both~
n breadth and depth (based on a student and/or
former student survey}.

'.1.2.02 Critical Thinking and Reasoning Skills

Heasures —
Average student score on tests (e.g., OPI-Theoretical
Scale; KIT-Critical Thinking Index, Critical Thinking

Orientation Scale, or Critical Thinking Benefits Scale;

AVL-Theoretical Scale) that measure ability to
formulate and analyze problems.”

Average student change in ability to formulate
and analyze problems as determined by comparing

- entdring critical thinking ability scores on

tests (e.g., OPI-Theoretical Scale; KiT-Critical
Thinking Index, Critical Thinking Orientation Scale,
or Critical Thinking Benefits Scale; Avi-Theoretical
Scale) to subsequert test scores after ___ years,

-~

OUTCOME VARIABLES

POTENT TAL MLASURES

1.1.2.03 Creatyvity Shills

The ability to design, produce, or otherwise
bring into existence original perspectives,
explanations, and irplementatior- (e.q., the
production of unique communication; the

development of an effective plan or solution

to a problem; cr the creation of works of art).

- Average student-reported score On scale measuring
degree of satisfaction with their ability to apply
what they know both in breadth and aepth (based on
a student survey).

- Percentage of courses taken that are classifred
as emphasizing critical thinking and reasoning.

1.1.2.03 Creativity Skills Measures

- Average student Score on tests {e.g., 0P1-Conplexity
of Outlook Scale; KIT-Art Scale,sMusic Scale,
Literature Scale, or Drama Scale, AVL-Aesthetic
Scale) that measure the abtlity to create original
perspectives, explanations, and implerentations.

- Average student change 1n ebility to create Orlginal
perspectives, expianations, and 1mplerentations as
determined by corparing entering creative ability
scires on tests (e.g., OPI-Complesity of Outlook
ScYiep KIT-Art Scale, Music Scale, Literature Scale,
or Drama Scale; AVL-Aesthetic Scule) to sudsequent
test scores after ___ years.

Average student-reported score on a scale measuring
degree of satisfaction with their ability to

treate 9r1ginal perspectives, explanations, and
implementations (based on a student survey).

/

183

s
=
-




Q

ERIC

Aruitoxt provided by Eic:
-

OUTCOME VARIABLES - .

POTENTIAL MEASURES

1.1.2.04 Communication Skills

- The-ability or competence to read, write, speak,
and 1i§ten. ' The ability to convey information,
attitudes, emotions, etc.; and also the ability
to receive and interpret communications. These
skills aTso encompass nonoral, nomwritten --
expression and perception. . - *

1.1.2.05 Motor Skills

The ability or competence n tasks requiring
ohysical dexterity and skill.

. -

- Percentage of courses taken that are classified
as emphasizing creativity.

- Number of patents awarded/copyrights obtajned by
former students within the past years (based
on a former student survey).

1.1.2.06 Communication Skills Measures

- Average student score on tests that measure the
ability to communicate.

- Average student change in ability to communicate as
determined by comparing entering scores on tests
of communicative ability'to subsequent test scores
after ___ years.

- Percentage of courses taken that are classified as
emphasizing communication skills.

- Number of students participating in debate, encounter
groups, etc., as a percentage of all students.

1.1.2.05 Motor Skills Measures

- Average student “score on tests that measure motor
skills.

- Average student change in motor skills as determined
by comparing entering skill test scores to subsequent
test scores after years.

- Number of students participating in {ntramural and
varsity athletics as a percentage of all students.

. Percentage of courses taken that are classified as
emphasizing motor skills.

-~

OUTCOME VARIABLES

POTENTIAL MEASURES

-

1.1.3.00 Knowledge and Skills Attitudes,
Values, and Beliefs

1.1.3.01 Intellectual Disposition

The desire to continue self-initiated study
and inqutry for {its own sake and/or for
personal enjoyment.

1.2.0 Sociai Development
1.2.1.00 Social Skiils

1.2.1.01 Interpersonal Participation

The ability to 1ive and interact with others.
This variable may be further disaggregated
into such categories as cooperation, friendly
companionship and organizational skills;

the ability to handle stress, isolation,

and bias.

e

{ .

1.1.3.01 Intellectua) Disposition Measures

- Average student change in perception and evaluation
of their interest Wn continued self-1n1tiated s tudy
and 1nquiry as determned by comparing entering
test scores on (e.g., AVL-Intellectual Scale; KiT-
Intellectual Orientation Scale} to subsequent test
scores after ____ years.

- Percentage of students taking noncredit, independent
study, or special course$. kS /

- Average student-reported score on a st\:ule meaduring
their evaluation and perception of the imount of
learning that took place outside >f formal
fnstruction (based on a student survey).

- Number of books, records, tapes, and other library
materials checked out per student over a specified
period of time.

1.2/ .01 luterpersonal Participation Measures
\

- Average number of memberships per student; and/or
former student in socsal, charitable, political, or
civic organizations (based on a student 3nd/or
former student surveys).

84
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OUTCOME VARTABLES POTENTIAL MEASURLS
. 3

Average number of awards and citations earned per
student and/or former student for social contributions
(based on a student and/or former student survey).
Student and/or former student percepticns and
evaluations of their interpersonal participation

as determined by selected measures (e G., AVL-

Social Scale; CUES-Community Scale; F-Scale;
KIT-Interpersonal Ingex; Learning: Experiential
Scale and Feeling About Other People Scale;

ISS-Social Subscale gf Institutional Goals Section).

+

Average nuwber of friends and acquaintances
reported per student (based on a student survey).

-

1.2.1.02 Leadership .2.1.02 Leadership Measures

. . The ability to establish directions or - Average number of positions in local, state, and
courses of action and influence others to federal government held by students and/or former
follow. students (baséd on a student and/or former student

survey).

Average number of offices in soctal, charitsble,
political, or civic organizations held by students
B and/or former students (based on a student and/or
former student survey).

Students and/or former students participating in
special socicl development programs; e.g., the
peace Corps and VISTA (based on a student and/or
former Student Survey).

OUTCOME VARIABLES POTENTIAL MEASURES

percentage of former students 1n management positions
by the _ th year following graduaticn (based on 3
former Student survey).

Student and/or former student perceptions and evalu-
ations of their leadership abilaty as determined by
selected measures (e.g., AVL-Political; F-Scale).

-

,2.1.03 Citizenship Measures

\ 1.2.1.03 Citizenship

The ability to perform relative to the percentage of students and/or former students who
rights, duties, and privileges of a voted in the last general election (based on a
member of a community, state, or pation. student anrd/or former student survey).

' - Average amount of monetary contributions per

. ndividual made to political, religious, an¢ social
organizations or special interest groups over past
year relative to income cate?ory (based on a student |
and/or former student surveyj).

Student and/or former student perceptions and eva!u-
ations of their performance as citizens as determined
by selected measures (e.g., KIT-Community Affairs
Scale, Netional and State Polifics Scale, and
International and Intercultural Affairs Scale). .

Average number of hours per month devoted to

+

h political, religious, and social organizations or
- special interest groups over the past year per
student {based on a student and/or former student
survey).
—
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OUTCOME VARIABLES

’ POTENTIA! MEASURES

1

.2.2.00 Social Attitudes, Values, and Beliefs

1.2.2.01 political

Attitudes toward systems of government,
including the processes, institutions,
conventions, and the tevel of political
participation.

1.2.2.02 Racial/Ethnic

Attitudes toward races or national
origins other than one‘s own.

¥

-

1.2.2.01 Political Attitude Measures

- Percentage of students and/or former students belong-
ing to or holding office in political organizations
(based on a student and/or former student survey).

- Student and/or former student perceptions and evalua-
tions of their political attitudes and beliefs as
determined by selected measures (e.g., AVL-Political
Scale; F-Scale; KIT-National and State Politics
Scale, Community Affairs Scale, National Status and
World Security Scale, Freedom of Expression Scale,
Societal Viewpoints Scale).

- Percentage of former students utilizing mechanisms of
the political process; e.g., petitions circulated,
hearings attended, letters written, 1cbbying
activities (based on a former student survey).

1.2.2.02 Racial/Ethnic Attitude Measures

- Student and/or former student perceptions and
evaluations of their racial and ethnic attitudes
and beliefs as determined by selected measures
{e.g., KIT-Minority Problems Scale;. E-Scale).

OUTCOME VARIABLES

POTENTIAL MEASURES

1.2.2.03 Personal Ethics

Ethical and moral values that affect an
individual's actions and thoughts toward
others. The sense of what is right or
wrong in one's conduct and motives in
dealings between individuals and groups.

1.2.2.04 Social Conscience

The concern for human welfare. The importance
placed on human interests, values, and
conditions. .

- Number of students and/or former students who
are partners in an interracial marriage as a
percentage of survey sample {based on student
and/or former student surveys).

- Percentage of elected st'dent offices held by
members of ethmic minorities.

1.2.2.03 Personal Ethics Measures

- Student and/or former student perceptions and
evaluations about their ethical and moral values
as determined by selected measures {e.g., AVL-
Religious Scale and Social Scale; KiT-Feelings
Abgut Otker People Scale).

- Percentage of former Students arrested on felony
and misdemeanor charges during the last __
years (based on former student survey).

1.2.2.04 Social Conscience Measures

.
~—

Note: Many of the measures suggested in 1.2.1.01
Interpersonal Participation and 1.2.1.03
Citrzenship also apply here.

- Student and/or former studenf)@_p&wns and evalu-
atfons abdut their concern for humds welfare as
determined by selected measures (e.g., AVL-Social
Scale; KIT-Societal Viewpoints Scale, Human Relations
Scale, Societal Driorities Scale; OPI-Social Maturity
Scale). p
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OuTCOME VARIABLES

. POTENTIAL MEASLRES °

1.2.2.05 Socioeconomic Aspiraticns

The importance attached to one's socioeconomc
status.

1.2.2.06 Cultural Interest

The interest in and acquaintance with arts,
manners, Scholarly pursuits, and other
qualities that characterize civilizations.

1.2:2.05 Socioeconomic Aspirations Measures

- Average student and/or former student-repOr tvd 5core
on scales measuring perceptions and evaluations of
their current and desired social and economic level

_ (based on a student and/or formev student survey).

1.2.2.06 Cultural Interest Measures

. Student and/or former student perceptions and evalu-
ations of their interest i1n culture as determined by
selected measures (e.g., KIT-Educational Benefits:
Humanistic Scale).

- Percentage of courses (credit and/or noncredit)
taken that are classified as emphasizing cultural
interests.

CUTCCME VARIABLES

POTENTIAL MEASURES

1.3.0 Personal Development

1.3.1,00 Student Health

1.3.1.01 Physical Health

The physical well-being of students and/or tormer
students.

1.3.1.02 Mental Health

The rental well-being of students and/or former
students.

1.3.2.00 Student Personal Attitudes, Values,
) and Bel'efs

1.3.2.01 Religfous and Spiritual

Attitudes toward and adherence to the
conventions, practices, and teachings: of
rehgmusmwizations or sects.

. -

1.3.1.01 Physical Health HeasuresS

- Percentage of students and/or former students report-
ing physical i1lnesses, by type of 111ness (based on
a student and/or former student survey).

1.3.1.02 Mental Health Measures

- Percentage of students and/or former students report-
ing mental {llnesses, by type of illness (student ‘
and/or former student survey).

- Percentage of students participating in special
mental health counseling programs.

1.3-2.01 Religious and Spiritual Att]tude Measures

- Percentage of students and/or former Students belong-
ing to or holding of fice in religious organizations
{based on a Student and/or former student survey).

- Student and/or former student perceptions and evalu-
ations of their religious and spiritual attitudes and
beliefs as determined by selectedwgeasures {e.q.,
AVL-Religious Scales KIT-Religion Scale and General
values & Ildeologies Scale; 0PI-Religious Liberalism
Scale; T-CR).

- Percentag'e of students regularly attending religious
services. . .
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QUTCOME VARIABLES POTENTTAL MEASURLS

- Average monetary contribution per former student to

N . religious organizations relative to income category
PR . (basgd on a former student survey). A
¢ 1.3.2.02 Change/Stability 1.3.2.02 Change/Stability Attitude Measures
Attitudes,toward new and different ideas, - Student and/or former student perceptions and
relationships, products, or methods. The evaluations about their attitudes and beliefs
‘ desire to introduce, avoid, or be associated toward new and different things as determined

with changes. by selected measures (e.g., KIT-Areas and Agents
of Change Scale, Involvement in Campus Reforms

Scale; Rokeach Dogmatism Scale).

- Average number of changes in employment per
former student during the past years
(based on a former student survey).

1.3.2.03 Self-Concept 1.3.2.03 Self-Concept Measures
The feeling and acceptance of gneself - Student and/or former student perceptions about
as having basic worth and value. oneself as determined by selected measures (e.g.,

KIT-Feelings About Self Scale).

OUTCOME VARIABIES POTENTIAL MEASURES

1.4.0 Career Development
1.4.1.00 Career Preparation

1.4.1.01 Academic Preparation 1.4.1.01 Academic Prenaration Measures

The ability toc seek, gain, and maintain a Average number of awards and c1tations received
particular level and kind of academic purwuit. per graduate for academic performance (based on
& former student survey).

‘

Percentage of graduates working toward or receiving '
an advanced degree or certificate years
after graduation (based on a former student survey).

Percentage of graduates enrolled in graduate school
years after graduation (based on a former
student survey).

Average student and/or forrer student-reported score
on a scale measuring the degree of satisfaction
with their academic performance (based on a student
and/or former student survey).

Nurber of dropouts during the past year as a
percentage of their academic rank or the total
institution enrolIment.

Numdber of students graduating from the institution
after ___ years as a percentage of the entering
class.

Rumber of graduates who transferred in as a
percentage of total graduates for the year.

J
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OUTCOME VARIABLES

POTENTIAL MEASURES

1.4.1.02 Vocational Prega'rafi on

The ability to seek, gain, and maintain a
particular level and kind of employment.

- Percentage of students changing major {lower division,
upper division, and/or graduate) during the past
year.

1.)4.1.02 Vocational Preparation Measures

- Percentage of former students emp1oy¢'ed within
days after graduation (based on a former student
survey).

- Average first salary of former students {based on a
former student survey).

- Average income category for former students after
years (based on a former student survey).

- Percentage of dropouts employed within days
after dropping out (based on a survey of dropouts).

- Average score of dropouts on a scale measuring
the degree of satisfaction with their vocational
performance (based on a survey of dropouts).

- Average number of professional awards and citations
received by former students (based on a former
student Survey). .

- Percentage of former students in management positions
by the th year following graduation (based on 2
former student survey). A4

OUTCOME VARIABLES

. POTENTIAL MLASURES

1.4.2.00 Career Attitudes, Values, and Beliefs

1.4.2.01 Achievement Orientation

The importance placed upon accomplishments;
i.e., successfully completing work that is
valued by the individual and/or society. Impact
or benefit as viewed by the student and/or
the Yarcer society.

\.__,.—

- Average score reported by former students on a scale
measuring satisfaction with their vocatioral
performance (based on a former student survey).

Number of former Students who desire to have
their children follow the same carcer fisld as
a percentage of the total number of former
students surveyed (based on a former student
survey).

- Average number of voluntary/involuntary changes in
employment over given time periods per former
student (based on a former student survey).

Percentage of total graduates employed in-state
versus out-of-state.

Average number of voluntary/involuntary changes in
career field over given time periods per former
student (based on a former student survey).

1.4.2.01 Achievement Orientation Measures

- Student and/or graduate perceptions and
evaluations of achievement as detemined by
selected measures {e.g., KIT-Feelings About
the Future Scale).
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OUTCOME VARITASLES POTENTIAL MEASHRES
t

1.4.2.02 Educational Aspiratisas 1.4.2.02 Educational Aspirations Measures

The educational degree and/or competencCy - Percentage of students identifying the _ _
level desired and valued by students and/or degree (none, associate, bachelor's, :d4ster’s,
graduates. doctoral, other) as the highest degree planned

(based on a student survey).

. - Percentage of graduates working toward or

T rece1ving an advanced degree _ _ years after
graduation (based on a former student survey).

1.4.2.03 Educational Satisfaction . 1.4.2.03 Educational Satisfaction Mfasures

The degree of student satisfaction with —
their educational experience. - Percentage of former students who intend to send
their children to the same school (based on a
former student survey).

- Average amount of alumni gifts years after
their graduation.

- Average student and/or former student-reported
score on a scale measuring the degree of satisfaction
with their educational experience (hased on a
student and/or former student Survey).

1.4.2.04 Vocational Aspirations 1.4.2.04 Vocational Aspirations Measures
The level of attainment in a profession - Average first salary expectations of students
desired by students and/or graduates. {based on a student survey).
|8
OUTCOME VARIABLES POTENTIAL MEASURES

- Percentage of students and/or former students
seeking certafn professional levels in society
{based on a student and/or former student survey).

2.0 Development of New Knowledge and Art forms*

2.0.0.01 Discovery of lew Knowledge 2.0.0.01 Dscovery of New ¥nowledge Measures

The identification and development of new - Average number of basic research publications
knowledge, theories, and products without per student, former student, and/or faculty member
regard to practical application. over a given tine period (based on a student,

former student, and/or faculty survey).

- Average number of times a given basic research
publication 1s cited n bibliographies of other o
authors over a given time period (e.7., based on
publications listed 1n Science Citation Index).
{Note: both frequency and the time 1nterval
over which citations are made should be considered.)

- Average percentage of faculty time spent in
selected basic research acti~-ties (e.g., NCHEMS
Faculty Activity and Outcome Survey - Section B.1
Specific Research Projects).

- Average number of proposals funded for the development
of new ideas and products during year(s).

- Total dollar amount of g1fts and/or grants
received for the development of new 1deas and o
products without concern for practicality as a

Q percentage of total bwdget for _____ year(s).

*The current inventory does not contain variables and measures related to the development of New Art Forms.
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OUTCOME VARIABLES

POTENTIAL MEASURES

2.0.0.02 Interpretation and Application of

New Knowledge

The development and use of new knowledge,
theories, and products with regard to practical
application.

2.

0.0.02

_X_n_t‘e_;pr_etatlon and_Application of New
Knowledge Measures

Average number of applied research, development,
and evaluation publications per student, graduzte,
and/or faculty member (based on a Student. former
student, and/or facuity survey).

Average percentage of time spent by faculty n
selected applied research, development, and
evaluation activitics (based on NCHEMS Faculty
Activity and Outcome Survey - 8.1 Special Research
Projects, E.2 Professional Service and Advice, and
F.1 Academic Activity Outside the Institution).

Average nunber of awards and citatyons received
per student, former student, and/or faculty member
for applied research, developnent, and evaluation
efforts {based on a student, former Student, and/or
faculty survey).

Average number of applied research, development, and
evaluation proposals funded during past __ vear(s).

Total dollar amount of gifts, contracts, or grants
received for applied resaarch, developnent, and
evaluation as a percentage of total budget for
___year(s).

{

OUTCOME VARIABLES

T

FOTENTIAL MUASURES

2.0.0.03 Reorganization of New Knowledge

The synthesis of existing theories, findings, and
statements in order to present existing knowledge
in a new form designed to be more readily
comprehensible or usable (e.g., new textbooks,
written articles, and oral communications),

~>

Average nuiber of patents and/or copyriuhils re-
cerved per student, former Student, ond/or faculty
member over @ given time period (based on a Student,
former Student, and/or faculty survey).

.0.0.03 Reorgan)zation of New' Xnowledge “easures

Average nutber of textboo¥s, nonographs, etc.,
published per faculty nenber (based on a faculty
survey).

Average percentage of faculty time spent 1n
reorganzing existing knowledge (based on NCHEMS
Faculty Activity and Outcome Survey - Section A.4
Course and Curriculum Development).

Average number of films, taped lectures, etc.,
developed per faculty member (based cn a faculty
survey).
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QUTCOME VARIABLES

POTENTIAL MEASURES

3.0 Community Development and Service

-

3.1.0 Community Development

3.1.0.01 Comunity Educational Development

The growth and development of members of the
cormunity who are not working toward a degree
or certification, but who are taking advantage
of continuing education opportunities

offered,

3.1.0.02 Faculty/Staff Educational Development

The growth and development of faculty and
staff either through their instruction,
resea~ch, or management activities or through
the continuing education opportunities offered.

3.1.0.01 Community Educational Deveioprment
Feasures

- Note: Measures listed in 1.1.1.01 General Knowledge,
1.1.1.02 Specialized Knowledge, 1.1,2.01 Application
of Knowledge, 1.1.2.02 Critical Thinking and Reasoning
Skills, and 1,1.2.03 Creativity can also be utilized as
indicators of Community Educational Development.

~ Percentage of students in various instructional
programs who are classified as nonmatriculating.

3.1.0.02 Faculty/Staff Educational Development
. Measures

Percentage of faculty/staff who are taking
courses in the institution.

Percentage of faculty time spent in selected
activities (based on NCHEMS Faculty Activity
and Outcome Survey - B.2 General Scholarship
and Creative Work, F.1 Academic Activity Outside
the Institution).

Faculty and staff perceptions and evaluations of
their educational growth and development (based
on a faculty/staff survey).

<

QUTCOME VARIABLES

POTENTIAL MEASURES

3.2.0 Community Service

3.2.0.01 Extension Services

The extent to which the community receives
direct assistance and services of various
types from the primary programs of the
institution (e.g., agriculture extension
service, other noninstructional extension
activities, faculty/staff consulting).

3.2.0.01 Extension Services Measures

- Average percentage of faculty time spent in
selected activities (based on NCHEMS Faculty
Activity and Qutcome Survey - £.2 Professional
Service and Advice, F.1 Academic Activity Outside
the Institution, 7.2 Pard Professional Service).

- Estimated replacement valye of specific extension
services received by individuals or organizations
that receive the services.

- Ratio of total income for extension services to
total budget for extension services.

- Income produced through extension services, as
a percentage of the cost of offering the service(s).

- Amount of r2lease time granted faculty members
per year fir community Service.
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QUTCOME VARIABLES

3.2.0.02 Personal Servives

The extent to which fndividuels 1n the cormrunity
receive direct personal services of various

types through the support prograis and facilities
of the institution (e.g., medical clinics that
serve the general community, nursery schools,
access to the library, and computer center).

3.2.0.03 Extramural Cultural ancd Recreational
Services

The availability and utilrzation of the recre-
ational and cultural opportunities offered through
the institution to the community (e.g., Sporting
events, the performing arts, museum exhibits,

and concertsg

3.2.0.02 Persoral Lervices Measures

= Wuoder of indivaiduals not associated with the tnstitu-
tion who were Served by 3 particular institutional
support projran {e.g., the <o puting cenler, the
ttbrary, etc,) @ a percentaje of the total nurber of
individuals served over a given tite period.

- Estimated monetary value of specific personal
services offered relative to other corparable
services offered elsewhere,

3.2.0.03 Extravural Cultural and Recreational
Services Measures

- Estimated nunber of ronstudents, nonfecuity, and
nonstaff attending selected extramural events as
a percentage of the total number attending.

CUTCOME VARIABLLS

POTENTIAL MUASURTS

3.2.0.04 Frnancral Irpact on the Cormumty

the eccnomic derefits or costs drrectly and
indirectly accruing to the romrufity as a result

of the operation of the institution, ncluding s.ch
elerments as: 1) purchases of goods and services

by the 1nstitution, 1ts students, and its faculty,
2) students avaitlable as employees, 3} drawing
power of the community for 1ndustry and as a place
of residence for employees.

w

.2.0.04 financiel Irmpect on_the Corrumity Measures

- Total dollar amcunt of gocds and services purchased
by the nstitulion fro. a particalar secter of
the co'runity ¢uring the past year

- Estirated average adllar amount of expencitures
by students tn the cor~unity.

- humber of students ewpicyed 1n businesses,
agercies, and 0rganizations 1n the cemmuntty
25 a percentase of the total Stucent enrcllmént
(vaved on student Survey).

- Total ¢oilar amount of the institution’s payroll
as a percentage of the estimated total conTunity
payroll.
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udTCOVE VARIADLES

POTENTIAL MEASURES

3.2.0 Llonger Term Comumity £ffects

3.3.6.00 Social I-gact

The ‘ong-terr social effects of the institution,
primarily through its former Students, on the
community of the institution.

3.3.0.02 fconomc Irpact

The long-term economic effect of the wnstitution,
primarily through its formmer students, on the
community.

.

3.3.0.01  $n01al impact Messures

Note: Many of the measures listed in Section

1.2.0 Socral Develop™ent and 1.3.0 Personal
Developrent can be applied equally well over long
time periods and also to children of former students
1f atterpts crv made to iwdentify intergenerational
effects.

3.3.0.02 Econom ¢ lmpact Measures

tiote: Many reasures listed in Sections 1.2.2.05
Soci0economic Aspirations, 1.4.1.02 Vocational
Preparation, 1.4.2.04 \ocational Aspirations, and
the research-oriented outcome ingicators 1. Section
2.0 Development of New Knowleage and Art Forms can
be apphied equally well over long time periods.
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